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2.  Information  contained  in  this  report  is  provided  to  insure  appro¬ 
priate  benefits  in  the  -future  from  lessons  learned  during  current 
operations  and  may  be  adapted  for  use  in  developing  training  material. 
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DEPARTMENT  OF  THE  ARMY 

HEADQUARTERS  FIFTH  UNITED  STATES  ARMY 
FORT  SHERIDAN,  ILLINOIS  60037 

ALFGC-OP 

SUBJECT:  After  Action  Report  Exercise  REFORGER  I  g  g  ^ 


Coamending  Generel 

United  Stetes  Continental  Army  Command 
Fort  Monroe,  Virginia  23351 


1.  General: 

a.  References. 

(1)  Message  USCOHARC,  60244,  ATOPS-RE-MAN,  dated  24  June  1968. 

(2)  Letter,  USCONARC,  ATOPS-RE-MAN,  subject:  After  Action  Report, 

Exercise  REFORGER  I  (RCS  ATOPS-365)  dated  24  December  1968. 

(3)  Annex  L,  COM  REG  350-1. 

b.  Exercise  Name:  REFORGER  I 

c.  ARSTRIKE  Action  Agent:  Commending  General,  Fifth  United  States  Army. 

d.  Date  and  Location  of  Exercise:  5  January  to  23  March  1969,  Federal 
Republic  of  Germany.  Dates  are  inclusive  from  departure  of  initial  aircraft 
unitl  return  of  last  aircraft  to  CONUS. 

e.  Support  Requirements.  Support  provided  by  CONUS  installations  to 
units  participating  in  Exercise  REFORGER  I  was  in  the  main  that  of  providing 
training  facilities  prior  to  departure  and  expediting  requisitions  and  transfer 
of  personnel  and  equipment  to  participating  units.  Support  of  the  actual 
departure  consisted  of  providing  transportation  to  various  airfields  end 
reporting  on  departing  elasMnts  as  per  instructions. 

f.  Sequence  of  events:  See  Inclosure  1. 

2.  Pre-Exerciaa  Plynninfl.  An  ARSTRIKE  Action  Agent  representative  attended 
conferences  at  various  headquarters  (see  Incl  1)  in  CONUS  and  in  USAREUR  for 
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coordination  and  planning  of  movement  of  troops  and  equipment  to  Europe.  A 
conference  vas  conducted  at  Fort  Riley  for  all  REFORGER  action  officers  to 
coordinate  details  of  planning,  resolve  questions  and  align  procedures  for 
the  movement  and  return.  Fifth  US  Army  published  an  OPLAN  to  all  REFORGER 
unita  delinlating  support  and  reporting  requirements  for  the  CONUS  portion 
of  the  exercise.  Pre-exercise  planning  for  Installations  with  REFORGER 
units  Included  the  following: 

a.  Requisitioning  of  replacement  personnel. 

b.  Requisitioning  of  equipment  shortages  and  special  clothing  items 
needed. 

c.  Providing  spaces  at  post  schools  where  needed. 

d.  Assisting  in  conduct  of  ATTs  or  ORTs  and  other  special  training 
when  required. 

e.  Providing  special  priority  of  training  areas  to  units. 

3.  Conclusions  and  Lessons  Learned. 

a.  Personnel. 

(1)  Conclusion.  The  turbulence  created  by  levies  against  the  units 
while  preparing  for  REFORGER  adversely  affected  the  units  in  that  personnel 
did  not  in  all  cases  receive  the  required  training  nor  were  they  molded  into 
an  effective  team.  Replacements  received  to  fill  shortages  caused  by  personnel 
levies  were  not  of  the  grade  and  MOS  required,  which  created  a  further  training 
problem. 

(2)  Lessons  Learned.  For  a  unit  to  prepare  adequately  for  an  exercise 
of  this  magnitude  a  definite  date  must  be  established  when  the  unit  will  no 
longer  be  levied  for  personnel  and  by  which  time  all  replacements  will  be 
for  duty  In  the  unit.  This  will  allow  a  proper  and  smanlngful  training 
phase.  Also,  replacements  should  be  assigned  in  the  grade  and  MOS  required. 

b.  Training. 

(1)  Conclusions.  Units  were  able  to  complete  training  phases  and 
required  subjects  such  as  driver  orientation  but  the  personnel  turbulence 
nullified,  to  some  extent,  the  training  since  numerous  personnel  received 
the  training  in  make  up  classes  or  not  at  all.  Also,  asslgnmsnt  in  other 
than  required  MOS  required  additional  OJT  for  the  individuals.  Transporta¬ 
tion  units  in  particular  had  difficulty  with  drivers  as  they  did  not  have 
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tine  to  adequately  train  then  with  OJT  and  insure  familiarity  with  vehicles 
and  USAREUR  driving  requirenents. 

(2)  Lessons  Learned.  Adequate  time  for  training  of  REFORGER  units 
was  available;  however,  the  personnel  turbulence  dissipated  this  advantage  as 
personnel  were  levied  and  replacements  received  at  late  dates  which  precluded 
adequate  training  or  disrupted  training  in  progress.  It  was  pointed  out  in 
the  critiques  of  the  FTX  that  units  needed  further  training  in  troop  leading, 
intelligence  reporting  aftd  analyzing,  fire  support  planning  and  in  ammunition 
and  POL  resupply.  The  problems  mentioned  are  for  the  most  part  solved  by 
continued  training  and  working  as  a  team.  The  continuous  movement  of  per- 
sonnel  throughout  the  preparation  phase  did  not  permit  full  realization  of 
the  potential  of  training  time  available. 

c.  Logistics. 

(1)  Conclusions.  The  pre-positioning  of  equipment  in  specified  locations 
is  sound  and  the  equipment  is  generally  in  good  condition  when  drawn.  The 
procedures  for  returning  the  equipment  to  prepositioning  sites  is  also  sound 
but  could  be  studied  with  a  view  to  streamlining  the  procedure  to  eliminate 
delays;  simplify  and  expedite  the  submission  and  processing  of  surveys  and 
provision  of  maintenance  space.  During  the  CONUS  portion  of  the  preparation 
phase  difficulty  was  encountered  in  transfer  of  equipment  in  that  stations 
did  not  have  a  sufficient  lead  time  in  which  to  prepare  and  ship  equipment. 

The  lack  of  a  specific  authorisation  document  covering  24th  Inf  Dlv  (MECH) 
units  caused  delay  in  submitting  timely  requisitions  for  equipment  needed 

for  training. 

(2)  Lessons  Learned.  This  lack  of  a  specific  authorization  document 
covering  24th  Inf  Div  (MECH)  units  caused  confusion,  delayed  timely  requisi¬ 
tioning,  and  acquistlon  of  equipment  necessary  for  training. 

d.  Deployment  and  Redeployment. 

(1)  Conclusions.  The  deployment  and  redeployment  phases  were  well 
planned  and  went  smoothly.  Minor  internal  problems  were  encountered  but 
they  are  capable  of  being  solved  at  unit  level. 

(2)  Lessons  Learned.  Two  items  were  commented  on  by  units  in  their 
reports.  One  was  the  fatigue  and  discomfort  created  by  the  web  style  seats. 

If  it  is  not  possible  to  have  air  line  type  seats  in  all  planes  the  provision 
of  pillows  and  blankets  to  those  troops  occupying  the  web  seats  would  add 
greatly  to  their  coa£ort.  The  second  deals  with  the  composition  of  the 
advance  parties  and  rear  parties  on  the  return  flights.  Some  units  felt 
manifests  for  the  deployment  flights  should  not  be  held  to  exactly  for  the 
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return  flights*  It  night  save  tine  end  be  nore  efficient  If  the  unite  were 
permitted  to  aeke  modi  fleet  lone  to  their  flight  manifests  for  the  return 
trip.  In  some  cases  it  was  found  that  the  rear  party  scheduled  to  remain  in 
Europe  was  too  large  and  could  have  been  more  profitable  engaged  if  some  of 
them  had  shipped  with  the  main  body  for  the  return  trip. 

e.  Operational  Readiness  Staging. 

(1)  Conclusions.  While  some  difficulties  were  experienced,  no  major 
problems  were  encountered. 

(2)  Lessons  Learned.  Shortage  of  components  slowed  readiness  and  main¬ 
tenance  capability.  This  in  part  would  have  been  overcome  if  complete  inven¬ 
tories  had  been  conducted  prior  to  arriving  at  the  ORT  area.  In  the  AC  Sqdn 
it  was  found  that  the  DA  Form  2408-4  had  not  been  placed  with  the  proper 
weapon  in  the  maintenance  area.  Also,  it  was  commented  that  a  better  program 
for  tuning  gas  engines  and  checking  electrical  and  fuel  systems  is  needed 
since  numb  trouble  was  experienced  in  this  area.  Unit  mechanics  needed 
additional  training  in  trouble  shooting. 

f.  Information  Office. 

(1)  Conclusion.  Advance  Information  planning  would  have  been  facilitated 
by  early  guidance  concerning  news  media  travel  aboard  troop  air  lift.  Also, 
the  USCONARC  10  is  more  sutted  for  handling  REFORGER  10  actions  than  a  CONUS 
Army,  as  higher  headquarters  address  their  messages  to  USCONARC. 

(2)  Lessons  Learned.  Delays  in  furnishing  authorisation  for  news  media 
to  accompany  the  troop  airlift  lnconvlenced  news  media  and  necessitated 
numerous  and  lengthy  telephone  calls  and  messages  for  coordination  purposes. 

4.  Recommendations. 


a.  Personnel. 

(1)  That  REFORGER  units  not  be  levied  for  personnel  transfer  for  a 
period  90  days  prior  to  departure  date  for  the  Exercise. 

(2)  That  all  replacements  be  on  hand  on  station  or  in  the  unit  90  days 
prior  to  the  scheduled  departure  date  of  REFORGER  units. 

b.  Logistics.  That  REFORGER  units  be  given,  when  needed,  firm  author¬ 
isation  docuiMSts. 
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c.  Information. 


(1)  That  Initial  guidance  to  CONUSA  Include  definitive  guidance  on  news 
media  travel  aboard  troop  airlift. 

(2)  That  USCONARC  10  retain  action  on  Information  matters  for  the 
ARSTRIKE  Action  Agent. 


FOR  THE  COMfANDER: 
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1.  Sequence  of  Events 

2.  After  Action  Reports-Non  Divisional  Units 
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ATOPS-OPS-MVR  (28  Apr  69)  1st  Ind 

SUBJECT:  After  Action  Report  Exercise  REFORGER  I 

Headquarters,  United  States  Continental  Army  Command,  Fort  Monroe, 

Virginia  2335l1  9  MAY  1969 

TO:  Assistant  Chief  of  Staff  for  Force  Development,  Department  of  the 
Army,  Washington,  D,  C,  20310 

1.  To  ensure  that  problems  experienced  *by  non-divisional  units  were 
reported  to  serve  as  a  basis  for  improvement  in  future  exercises,  this 
headquarters  required  each  of  them  to  submit  a  report  covering: 

a.  Preparation. 

b.  Deployment. 

c.  Drawing  prepositioned  equipment. 

d.  Operational  readiness  staging. 

e.  Field  training  exercise. 

f.  Maintenance  stand-down. 

g.  Turn  in  of  prepositioned  equipment. 

h.  Redeployment. 

2.  Recommendations  relative  to  preparation  and  deployment  are  addressed 
herein;  the  remaining  ones  are  of  primary  interest  to  CINCUSAREUR. 

3.  The  major  problem  of  ensuring  adequate  training  for  all  units  was 
compounded  by  the  late  arrival  of  minimum  equipment  essential  for 
training  in  24th  Infantry  Division  (ultimately  resolved  by  extensive 
intra-CONUSA  transfers  of  equipment)  and  late  arrival  of  personnel  in 
appropriate  grade  and  MOS. 

a.  Subject  to  unforeseen  future  requirements,  the  significant 
divisional  training  equipment  problems  appear  to  have  been  resolved  on 
an  expedient  basis,  by  a  number  of  one-time  actions.  Changes  in  the. 
troop  list  of  non-divisional  units  may  develop  additional  problems. 

b.  The  personnel  problem  is  expected  to  recur  in  preparing  for 
future  exercises.  It  is  recommended  that  not  less  than  150  days  before 
future  REFORGER  exercises,  units  scheduled  to  participate  be: 
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(1)  Furnished  maximum  personnel  fill,  with  particular  emphasis 
throughout  on  officer  grades  03-04  and  enlisted  grades  E-5  -  E-7  who 
are  retainable  through  the  termination  (return  to  CONUS)  phase  of  the 
exercise. 

(2)  Exempted  from  levies  during  the  period  D-120  days  to  W-60  days. 

c.  Under  the  past  and  projected  exercise  schedule,  for  a  great 
number  of  personnel,  especially  in  the  24th  Infantry  Division  (Mech)(-), 
a  normal  holiday  leave  is  impossible.  Timely  assignment  of  filler 
personnel  should  be  made  with  this  in  mind  to  preclude  damaging  effects 
on  morale. 

4.  Although  the  absence  of  approved  authorization  documents  was  a 
notable  problem  in  preparation  for  REFORGER  I,  this  is  considered  a  one¬ 
time  problem. 

5.  With  respect  to  information  activities,  it  is  planned  that  overall 
responsibility  for  future  REFORGER  exercises  will  be  delegated  in  the 
normal  manner  to  the  USCONARC/USARSTRIKE  action  agent.  This  headquarters 
will  be  prepared  to  assist,  as  required.  Recommend  that  policy  on  news 
media  representatives  be  announced  at  least  30  days  in  advance  of  their 
projected  deployment  to  permit  more  deliberate  planning  to  accommodate 
them  and  to  minimize  late  rearrangement  of  aircraft  personnel  loads. 

FOR  THE  COMMANDER: 


2  Inel 

nc  MAJ,  AGC 

Asst  AO 

Copies  furnished:  wo  incl 
C INCUS AREUR 
CG  Fifth  US  Army 
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24  Juns  1968 
7-9  August  1968 

23  September  1968 

26-28  September  1968 

14- 15  October  1968 

31  October  1968  - 
1  Movaaber  1968 

12  November  1968 

13-15  November  1968 

21  November  1968 

22  Hovaabsr  1968 
2-5  Par  saber  1968 
6  Decsaber  1968 
9-13  Decsaber  1968 

13  Decsaber  1968 

15- 17  Decsaber  1968 

18-20  Decsaber  1968 


sequence  or  events 

CG  fifth  USAray  appointed  ARS1RIXX  Action  Agent. 

USCONARC  REFORGER  I  Coordination  Conference 
attended  by  ARSTRIKB  Action  Agent. 

USCONARC  Conference  on  equlpasnt  and  training 
requireasnts  attended  by  representative  of 
Fifth  U8  Aray  and  Tort  Riley. 

STRICOM  RKFORGER  Conference  attended  by  represen¬ 
tative  of  Fifth  US  Aray  and  rort  Riley. 

USARIUR  REFORGER  Conference  in  Geraany  attended 
by  AR8TRIKI  Action  Agent 

ARSnm  Action  Agent  conference  held  at  Fort 
Riley.  All  REFORGER  Action  officers  attended. 

Request  submitted  to  USCONARC  for  peralsslon  to 
aove  specific  equlpasnt  (DTOC  Vans  to  USARSUR. 

DCSO&T-TM  Staff  visit  to  Port  Riley  REFORGER  units 

Budget  Estimate  to  USCONARC. 

USCONARC  LOI  received 

DC8FER  Staff  visit  to  REFORGER  units  at  Fort  Riley 

DA  News  Release  of  REFORGER  I 

DA  Transportation  Ping  Conf  attended  by  ARSTRIKE 
Action  Agent. 

Fifth  USAray  OPLAN  for  REFORGER  published. 

U8AREUR  Custons  Team  arrived  at  Fort  Riley  to 
begin  custons  orientation. 

DCSOCff-IN  Staff  visit  to  Fort  Riley  REFORGER  units 
DC8L0G  Staff  visit  to  Ft  Riley  REFORGER  units. 

DCS  FEE  Staff  visit  to  Fort  Riley  REFORGER  units. 


IRCL  1 
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26-27  December  1968 

3  January  1969 

4  January  1969 

5  Janaury  1969 

7-16  January  1969 

8  January  1969 
10  January  1969 
13-17  Janauary  1969 

19-21  January  1969 


27  January  1969  - 
7  February  1969 

29  January  1969  - 
4  February  1969 

10  February  1969 

13  March  1969 

23  March  1969 
27  April  1969 


DCSO&T-TN  Staff  visit  to  Fort  Riley  REFORGER  units 

Double  Take  and  Round  House  received  for  REFORGER 
units 

Initial  movement  of  advance  parties  began 

Deployment  of  REFORGER  units  to  USARKUR  begins. 

CG,  24th  Div  departs. 

5  USA  DC  SLOG  observer  In  Germany  to  observe 
REFORGER  actions 

DCSFER  Staff  visit  to  Fort  Riley  REFORGER  units 

DCS0&T-P0  Staff  visit  to  Fort  Riley  REFORGER  units 

Fifth  US  Army  observer  to  Fort  Riley  to  observe 
REFORGER  outloadlng  operations 

Main  Body  departure. 

Fifth  US  Army  observer  to  Fort  Riley  to  observe 
outloadlng  operations 

Fifth  HSArmy  observer  to  Fort  Lewis  to  observe 
outloadlng  operations 

5  USA  DCSO&T  observer  in  Germany  to  observe  FIX 

FTX 


Initlatiqp  of  return  movement 

CG,  24th  Div  returned 

Div  Main  CP  opened  at  Fort  Riley 

Redeployment  complete 

After  Action  Report  submitted  to  USCONARC 
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Incl  1  to  Incl  2:  Company  D,  1st  Composite  Support  Battalion  After 
Action  Report,  Exercise  REFORGER  I. 

Incl  2  to  Incl  2:  2d  Squadron,  3d  Armored  Cavalry  Regiment  After 
Action  Report,  Exercise  REFORGER  I. 

Incl  3  to  Incl  2:  US  Army  Training  Center,  Infantry,  Fort  Lewis, 
After  Action  Report,  Exercise  REFORGER  I. 

Incl  4  to  Incl  2:  Hq,  First  US  Army  After  Action  Report,  Exercise 
REFORGER  I  with  After  Action  Reports  of  the  5th  Surgical  Hospital  and 
100th  Transportation  Company  attached. 

Incl  5  to  Incl  2:  36th  Medical  Bn  and  Company  D,  440th  Signal  Bn. 
After  Action  Reports,  Exercise  REFORGER  I. 

Incl  6  to  Incl  2:  342d  Transportation  Company  After  Action  Report, 

Exercise  REFORGER  I. 

Incl  7  to  Incl  2:  US  Army  Flight  Training  Center  After  Action  Report, 
Exercise  REFORGER  I  with  After  Action  Report  of  the  417th  Medical  Company 
attached. 

Incl  8  to  Incl  2:  517th  Medical  Company  After  Action  Report,  Exer¬ 

cise  REFORGER  I. 
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DEPARTMENT  OP  THE  ARMY 

HEADQUARTERS  PORT  RILEY 
PORT  RILEY,  KANSAS  U442 


ALRDO-PO 

SUBJECT:  After  Action  Report,  Exercise  REFORCER  I 


Commanding  General 
Fifth  US  Army 

ATTN:  MAJ  Cantlin,  ALRGC-PO 
Fort  Sheridan,  Illinois  60037 


Company  D,  1st  Composite  Support  Battalion  After  Action  Report,  Exercise 
REFORGER  I,  is  forwarded  for  your  information  and  retention. 

FOR  THE  COMMANDER: 
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DEPARTMENT  OF  THE  ARMY 
COMPANY  D,  1ST  MAINTENANCE  BATTALION 
Fort  Riley,  Kansas  662)42 


10  April  196Q 


SUBJECT:  After  Action  Report,  Exercise  REFCRGER  I 


THRU:  Commanding  General 

Headquarters,  Fort  Riley 

ATTN:  CT&I 

Fort  Riley,  Kansas 


TO :  Commanding  General 

Fifth  US  Army 

ATTNj  ARSTRIKE  Action  Agent 
Fort  Sheridan,  Illinois 


1.  On  3  January  1969,  Company  D,  1st  Composite  Support  Battalion  deployed 
to  Federal  Republic  of  Germany  as  part  of  Exercise  REFCRGER  I. 

2.  Our  missicr  was  to  provide  direct  support  maintenance  and  repair  parts 
supply  to  non-divisional  REFORGUl  units  participating  in  Exercise  CARBIDE 
ICE,  to  provide  back  up  direct  support  maintenance  to  the  724th  Maintenance 
Battalion  and  to  provide  on  call  recovery  service  in  the  Grafenwohr  area. 

Upon  completion  at  Grafenwohr,  the  unit  provided  direct  support  maintenance 
for  all  units  prepositioning  in  Kaiserslautern,  Germany. 

3.  On  21-22  March  1969,  Company  D,  1st  Composite  Support  Battalion  successfully 
returned  to  Fort  Riley,  Kansas. 

4.  The  inclosed  report  is  intended  to  give  a  concise  and  complete  summary 
of  this  unit's  participation  in  Exercise  REFCRGER  I  to  include  major  problem 
areas. 
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DEPARTMENT  CF  THE  ARMY 
COMPANY  D,  1ST  MAINTENANCE  BATTALION 
Fort  Riley,  Kansas  66442 


10  April  1969 

SUBJECT:  After  Action  Report,  REFORGER  I  Exercise 
I.  TOPIC:  Preparation 
A,  DISCUSSION: 

1.  This  unit  closed  at  Fort  Riley,  Kansas,  on  3  September  1968  as  part  of 
Exercise  REF0RG3R.  Thus,  as  soon  as  the  unit  arrived  from  U3AREUR,  preparations 
began  for  Exercise  REFORCER  I.  Initially,  progress  was  slow  as  our  immediate 
command  was  able  to  provide  only  limited  assistance  and  information  concerning 
the  exercise*  On  1  November  1969>  this  unit  was  placed  undex  24th  Infantxry 
Division  for  training,  operations,  and  Military  Justice  jurisdiction.  Effective 
this  date,  the  unit  projected  all  training  and  operations  towards  Exercise 
REFORGER  I. 

2.  From  1  November  1968  to  5  January  1 969>  all  training  was  conducted  in 
preparation  for  deployment  to  USAREUR.  Personnel  were  trained  as  applicable 
in  the  following  areas: 

a.  Drivers  Training  -  Sixty-three  (63)  drivers  received  instruction 
and  were  qualified  to  operate  military  vehicles  in  USAREUR.  This  amount  proved 
to  be  adequate  dui*ing  the  operation. 

b.  All  personnel  received  range  familiarization  of  their  respective 

weapons  * 

c.  All  personnel  received  class  room  instructions  on  Soviet  Military 
Liasion  Mission,  Status  of  Forces  Agreement,  Cold  Weather  Instruction,  Life 
and  Customs  in  Germany,  and  Winter  Driving, 

d.  The  unit  participated  in  a  three  day  non-graded  FTX.  During  this 
exercise,  all  phases  of  mission  operation  were  set  up  and  operated  under  field 
conditions.  In  addition,  experience  was  gained  in  setting  up  and  operating 
non-mechanical  field  equipment. 

3*  Pre-exercise  planning  was  assisted  significantly  by  numerous  conferences 
conducted  at  Headquarters,  24th  Infantry  Division  and  by  the  Division  Reforger 
Newsletter,  These  conferences  and  newsletters  assisted  in  administrative  and 
organizational  planning  a  great  deal. 

4.  Some  problems  were  encountered  in  attaining  the  required  ramp  strength 
of  90$  authorized  strength  (140  personnel).  This  became  a  problem  as  this  unit 
was  scheduled  to  be  in  USAREUR  until  15  April  1969*  Thus,  using  a  safety  factor 
of  15  days,  no  one  could  deploy  with  an  ETS  or  new  assignment  prior  to  30  April. 
This  meant  that  90$  TOE  had  to  be  acquired  over  and  above  projected  losses  for 
120  days.  Also  a  peraianent  rear  party  had  to  be  provided.  The  ramp  strength 
was  reached  and  rear  party  personnel  consisted  mostly  of  personnel  with  profiles. 
But  to  reach  this,  the  personnel  strength  was  raised  to  179>  114*7$  of  the  full 
TO&E. 

n 
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SUBJECT:  After  Action  Report,  xlSFORGER  I  Exercise  10  April  1 969 

B.  LESSONS  LEARNED: 

The  largest  problem  encountered  in  the  planning  and  preparation  phase  was  created 
by  the  nature  of  the  unit's  assignment,  When  this  unit  arrived  from  USAP-EUR  on 
3  September  1968,  it  was  assigned  to  265th  Maintenance  Battalion,  Although  a 
good  battalion,  this  unit  had  no  Reforger  staff  action  officer  or  Reforger  plan¬ 
ning  persomel.  Thus  the  OPLANS ,  instructions  and  guidence  necessary  to  prepare 
a  unit  for  overseas  move  were  not  afforded  this  unit.  This  problem  was  alleviated 
when  the  unit  bacame  attached  to  24th  Infantry  Division  on  1  November  1969  for 
training  and  logistics,  and  Uniform  Code  of  Military  Justice. 

C.  RECOHMENDAT IONS : 

Separate  units  that,  as  a  result  of  REFORGER,  were  split  from  the  rest  of  their 
battalion  should  be  attached  to  a  unit  in  COIONIC  that  is  REFORGER  orientated. 

When  in  a  non-REFOKGER  chain  of  command,  these  units  cannot  receive  the  proper 
guidance  and  instruction  necessary  and  do  not  have  the  assistance  of  a  REFORGSR 
action  staff  to  assist  in  planning  the  many  minute  details, 

II,  TOPIC:  Deployment 

A.  DISCUSSION: 

The  deployment  phase  of  the  operation  was  well  planned  and  executed  with  minimum 
difficulty,  MEE,  baggage  and  personnel  were  picked  up  as  scheduled  for  delivery 
to  the  departure  air  field.  The  unit  deployed  on  time  aboard  flight  AQ36, 
departing  at  1700  hours  8  January  1969  and  flight  A037,  departing  at  2000  hours 
8  January  1969.  The  flight  over  was  good  with  few  inconviences ,  The  94  person¬ 
nel  aboard  flight  AO36  landed  at  Rhein-Main  AFB  and  the  41  personnel  aboard 
flight  A037  arrived  at  Ramstein  AFB.  The  personnel  arriving  at  Rhein-Main  AFB 
were  briefed  and  loaded  into  beds  of  2-i  ton  Cargo  Trucks  to  be  transported  to 
Spinelli  Barracks  in  hanheim,  Germany,.  A  slight  problem  arose  here,  however , 
as  the  guides  and  drivers  were  apparently  not  well  briefed  as  to  the  convoy 
route.  The. convoy  got  lost  in  Manheim  and  was  split.  It  took  the  drivers  several 
hours  to  find  their  way  to  the  point  of  destination.  The  convoy  departed  Rhein- 
Main  AFB  at  150G  hours  9  January'  1969  and  did  not  close  at  Spinelli  Barracks  in 
Hanheim  until  2100  hours  9  January  1969.  A  severe  discomfort  was  caused  during 
this  time  by  the  sub-freezing  temperature.  Personnel  arriving  on  flight  A037 
were  transported  on  busses  from  Ramstein  AFB  to  Hanheim. 

B.  LESSONS  LEARNED:  The  discomforts  suffered  by  the  personnel  transported 
from  fihein-Kain  to  Manheim  could  have  been  avoided  had  drivers  and  guides  been 
properly  instructed  as  to  what  route  to  take  and  what  to  do  if  the  convoy  was 
separated, 

C.  RECQHhENDATIONS:  NONE 
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SUBJECT:  After  Action  Report,  RbFGRGiFc  I  Exercise 

III.  TOPIC :  Drawing  of  Pre positioned  Equipment 

A.  DUCUdSlOHi 

The  UARG  operat  ion  for  drawing  equipment  proved  to  be  very  adequate  and  was 
accomplished  in  minimum  time.  Advance  party  personnel  arrived  five  days  prior 
to  the  unit.  Through  cooperation  with  UARG,  all  equipment  was  signed  for  and 
loaded  on  vehicles.  When  the  unit  arrived  to  pick  up  the  equipment  it  was  lined 
up  and  ready  to  go.  The  convoy  to  include  all  equipment,  personnel  and  baggage 
departed  at  0500  hours  4  January  1969  from  dan  helm,  Germany,  to  Grafenwohr,  Germany. 

B.  LESSORS  LCARflrJDt 

On  3  January  1969,  the  unit  went  to  the  preposition  site  in  order  to  load 
baggage  on  the  vehicles  and  to  check  the  vehicles  out.  At  this  time  numerous 
deficiencies  were  noteo  on  the  vehicles,  v'e  were  told  that  we  were  not  allowed 
to  fix  the  deficiencies  but  that  contact  teams  from  UARG  would  fix  them  during 
the  night,  l/hen  the  unit  returned  the  following  morning,  many  of  the  deficiencies 
still  existed.  This  was  brought  to  the  attention  of  UARG  and  we  were  told  that 
we  would  not  be  held  responsible  for  correcting  the  deficiencies.  UARG  had  no 
system  for  verifying  this  and,  since  we  repositioned  at  a  different  site,  we 
were  responsible  for  correcting  the  deficiencies. 

C .  RECuHril'uDATlOild : 

That  when  a  unit  craws  its  equipment  out  of  propositioning,  the  vehicle 
operators  be  allowed  to  check  their  equipment  and  note  found  discrepancies  on 
a  DA  Form  2404.  The  drawing  unit  should  then  keep  a  copy  and  the  preposition 
site  keep  a  copy.  Then,  when  time  comes  to  turn  the  equipment  in,  there  will 
be  no  argument  over  who  is  responsible  for  correcting  vehicle  discrepancies. 

IV.  TcRIC:  Operation  Readiness  staging 

A,  DIGCUooI'jtM: 

The  convoy  moved  from  ii&nheim  to  t’ne  7tb  Army  Training  Center  on  10  January 
1969.  The  unit  closed  at  2000  hours  1u  January.  Enroute  three  vehicles  were 
lost  due  to  roadside  breakdowns.  These  vehicles  and  personnel  rejoined  the  unit 
witnin  the  next  24  hours.  Theie  were  no  accidents  enroute.  Upon  closure  at 
Grafenwohr,  the  unit  became  part  of  Task  Force  Gypsy.  Task  Force  Gypsy  was 
assigned  the  mission  of  supply,  maintenance  and  services  support  to  non-divisional 
units  participating  in  the  exercise  and  back-up  support  to  the  724th  ilaintenance 
Battalion.  Under  Task  Force  Gypsy  a  mess  hall,  latrine,  tent  area  and  maint¬ 
enance  shop  were  provided.  On  14  January  1969*  this  unit  was  fully  operational. 

The  assigned  mission  was  to  provide  direct  support  maintenance  ana  repair  parts 
supply  to  the  following  units: 
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SUBJ-'CT:  After  Action  Report,  REFORGSK  I  Exercise 

a*  Company  D,  1st  C3  Battalion  (DS)  Maintenance 

b.  2d  Squadron,  3d  Armored  Cavalry  Regiment 

c.  5th  Surgical  Hospital 

d.  36th  Medical  Battalion 

e.  100th  Transportation  Company 

f.  342d  Transportation  Company 

g.  417th  Medical  Company 

h.  Company  D,  440th  Signal  Battalion 

i.  517th  Medical  Company  (CLR) 

In  addition,  this  unit  was  responsible  for  back-up  support  to  Company  D,  71st 
Maintenance  Battalion  and  724th  Maintenance  Battalion  and  for  emergency  wrecker 
service  in  the  Grafenwohr  area. 

2.  A  1400  line  ASL  was  provided  by  3d  Support  Brigade.  It  was  delivered 
on  site  at  Grafenwohr.  This  ASL  was  designed  to  provide  repair  part  support 
for  the  above  non-divisional  units.  This  unit  carried  on  the  assigned  mission 
from  12  January  to  27  February.  During  this  time,  we  remained  operational  24 
hours  a  day,  7  days  a  week.  Production  accomplished  during  this  period  is  as 
follows : 

Wheel  Vehicles :  1 86 

Track  Vehicles:  25 

Small  Arms:  40 

Other  Jobs:  20 

Of  the  1400  lines  on  the  ASL,  187  were  depleted  to  gero  balance  and  956  were 
not  used  (remained  at  100#  fill). 

3.  /The  general  consensus  was  tnat  this  unit  was  highly  successful  in 
completing  the  assigned  direct  support  mission. 

B.  LESSORS  LEARNED: 

1  •  The  ASL  prepared  for  this  unit  was  successful  in  providing  repair 
parts  to  the  non-divisional  units.  It  was  of  little  use,  however,  in  providing 
a  stockage  of  3rd  echelon  assemblies  to  be  used  in  direct  support  maintenance 
of  the  same  units.  Thus  when  a  piece  of  equipment  came  in  for  direct  support 
maintenance,  the  part  was  usually  not  on  hand  in  our  ASL.  If  the  densities  of 
the  supported  units  had  been  screened  in  advance  and  3rd  echelon  parts  placed 
in  the  ASL  much  time  could  have  been  saved  in  getting  a  piece  of  equipment 
back  to  the  customer. 
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SUBJECT:  After  Action  Report,  REFORGER  I  Exercise 

2,  iiany  small  details  in  the  administration  of  a  unit  were  not  planned 
in  advance  for  non-divisional  units.  Decisions  were  reached  after  the  problems 
arose  but  more  planning  in  the  following  areas  could  have  prevented  many  problems. 

a.  Uniform  Code  of  Military  Justice  jurisdiction. 

b.  A  chain  of  command  in  which  to  submit  accident  reports,  reports  of 
survey,  and  other  special  correspondence. 

c.  Promotion  authority. 

d.  A  cnain  of  command  for  Officer  Efficiency  Reports. 

3,  This  unit  was  under  operational  control  of  several  different  commands 
throughout  REFGRGER.  I,  but  each  command  only  assumed  control  over  certain 
logistical  and  training  operations.  All  other  areas  of  responsibility  were 
left  undecided  or  solely  with  the  unit  to  figure  out. 

C.  REC0I-i-.i5NDATl.NS: 


1.  When  preparing  an  ASL  in  support  of  a  special  exercise,  the  stockage 
should  encompass  the  following  areas: 

a.  Repair  Parts  (Class  IX)  supply  based  on  assigned  supported  unit's  PLL. 

b.  Major  assemblies  based  on  the  supported  unit's  equipment  density, 

c.  Shop  stock  based  on  projected  needs  to  operate  a  direct  support 
maintenance  shop  in  support  of  assigned  supported  units. 

2.  A  complete  and  concise  operations  plan  should  be  written  for  non- 
divisional  units  deploying  on  exercises  similar  to  FLEFOkGSR  I.  In  planning 
for  a  division  move,  many  areas  of  concern  for  separate  units  are  overlooked. 
Many  problems  can  be  solved  with  minimum  difficulty  if  proper  guidelines  are 
furnished  in  advance. 

V.  TOPIC:  Field  Training  Exercise 

A.  DISCUSSION: 

During  Exercise  CARBIDE  ICS,  this  unit  continued  its  assigned  direct  support 
mission.  In  addition  to  the  assigned  mission  this  unit  provided  tlie  following 
support  to  tlie  exercise: 

1 .  Provided  maintenance  contact  teams  to  perform  on  site  support 
maintenance  in  the  field. 

2.  Established  a  sub-shop  in  Vielsek,  Germany,  to  support  wheel  and 
track  vehicles  in  need  of  direct  support  maintenance  in  the  Vielsek  area. 
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SUBJECT:  After  action  Report,  REFORGEh.  I  Exercise 

B.  LESSORS  LEARNED:  h’jivE 

C.  KECG,  i  EhDATI^.S:  hoKE 

VI.  TOPIC:  maintenance  Standovm 

A.  DISCUSSION: 

During  the  standown  period,  this  unit  assisted  its  supported  units  in  the 
preparation  of  their  equipment  for  return  to  the  preposition  site.  This 
unit  continued  around  the  clock  support  to  tnese  units  and  had  their  equipment 
ready  in  time  for  scheduled  deployment  to  the  preposition  sites.  On  27 
February  1969*  this  unit  departed  C-rafenwohr  and  deployed  to  the  preposition 
site  at  Kleber  Kaserne,  Kaiserslautern,  Germany.  A  direct  support  maintenance 
shop  vau  ;et  up  in  support  of  units  prepositioning  at  this  site,  units 
prepositioning  here  were  2/3  Armored  Cavalry,  517  Radical  Company,  5th  Surgical 
Hospital  and  Company  P,  1st  CS  Battalion  (DS)  Maintenance,  While  at  Kaiser¬ 
slautern,  the  following  production  was  completed : 

Wheel  Vehicle:  35 

Track  Vehicle:  14 

Small  Arms:  47 

Other  Jobs:  27 

B.  LESSORS  LEARNED:  NONE 

C.  KECQiEASNDATIONS:  NONE 

VII.  TOPIC:  Turn-in  of  Prepositioned  Equipment 

A.  DISCUSSION; 

This  unit  began  turning  in  its  own  equipment  on  10  larch  1969.  The  turn  in  of 
equipment  was  smooth  and  all  property  was  transferred  over  to  IJARG  on  19  larch 
1969. 

B.  LOS  SONS  LEhRMWD:  NONE 
C  •  KlCOt  -  j:DATIuK  :  DgDK 

VIIT.  Tu’-'IC:  Redeployment 
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SUBJECT:  After  Action  Report,  REFCRGEi.  I  Exercise 

A.  DJoCUOGION : 

The  unit  deployed  in  two  groups.  Eighty-seven  on  flight  number  R775  departing 
at  1700  hours  20  March  1969  and  forty-nine  on  flight  R777  departing  at  1700 
hours  21  March  1969*  Two  personnel  returned  with  the  KEE  on  22  March,  one  man 
returned  early  via  medical  evacuation  and  one  man  returned  early  for  emergency 
leave.  The  last  of  the  140  personnel  that  deployed  closed  at  Fort  Riley  on 
23  Karen  1969*  The  equipment  joined  the  unit  at  Fort  Riley  on  25  March.  To 
date,  two  footlockers  and  two  metal  cabinets  have  not  returned. 

B.  LEjSON  LUiRMEL:  NONE 

C.  RECCi  EMENDATIONS:  NOME 
XX.  0i^.r^^jj_0oi|i^ji'|To  I 

This  unit  accomplished  its  assigned  mission  in  FEFORGER  I.  It  has  successfully 
deployed  to  UoAKEUR  and  set  up  direct  support  maintenance  operations  in  support 
of  assigned  units.  Thus  it  has  proved  successful  for  its  designated  purpose. 
Problems  and  situations  arose  but  solutions  were  found.  Should  the  mission  of 
this  unit  continue  to  be  that  of  duel-basing  between  GO  ARC  and  U5ARKUR,  I 
feel  that  it  can  continue  to  successfully  deploy  for  training  or  during  emergency 
periods  of  heigntened  tension. 
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AMOFT-T1  (8  Mar  69)  1st  Ind 

SUBJECT  *  After  Action  Report,  Scercise  REFQRGER  I 

HQ  SIXTH  US  ARMI,  Presidio  of  San  Francis 00,  California  9U129  1 1  APR  19< 

TOt  Co— ending  General,  Fifth  US  Ana y,  Fort  Sheridan,  IL  60037 

1  •  The  attached  report  has  been  reviewed  by  Interested  staff  sections 
of  this  headquarters.  Bach  staff  section  concurs  in  the  reoo— end ations 
contained  in  Ihcl  1,  a,  b,  c. 

2.  In  addition,  it  is  reocts— tute4  that  Uhited  States  Any,  Germany 
Institute  a  program  to  upgrade  the  condition  of  end  its—  in  storage 
(e.g.  replace  bad  tracks  and  worn  sprockets). 

FOR  THE  COMUNBER: 


5  Incl 
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Incl  2  to  Incl  2 
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DKFAiiH  3'T  OF  THE  A!2T 

F.'eadouarters ,  2d  Squadron,  3-  Armored  Cavalry 
Fort  Lev.'is ,  Washington  98433 


AETDR-JCC  8  I  arch  1969 

SUBJECT:  After  Action  P.eport,  Exercise  RHFCRGRR  I 


THRU:  Commanding  Officer 

3d  Armored  Cavalry 
Fort  Lewis,  Washington  98433 


X :  Con  anaing  General 

5th  United  States  Army 
Fort  Sheridan,  Illinois  60037 


1.  References. 

a.  ATcrS-aS-:  UL,  i.eadouarters,  United  States  Continental  Army  Corrund, 
24  December  1968,  subject:  After  Action  Rercrt,  exercise  REFCRGEF.  I,  (PCS 
a'i/C?  S— 368) . 

b.  ALFGC-C7,  Headquarters,  5th  United  States  Army,  31  January  1Q69, 
subject:  After  Action  Report,  Exercise  RSFCP.GRF  I  (PCS  ATCTS-368) . 

2.  In  compliance  with  aVove  references.  After  Operations  Report  is  hqre- 
with  submitted ,  After  Operations  Reports  for  three  areas,  !  aintenance 
Stand-Down,  Turn  in  of  Irerositioned  Ecuirrent,  and  Redeployment  cannot 
be  submitted  until  rear  party  closes  this  station.  These  portions  of  the 
reports  v.r " be  submitted  prior  to  27  Parch  1969. 


5  In  cl 

1 .  Preparation 

2.  Deploy 'ent 

3.  Drawing  Pre Positioned 
Eouiment 

4.  Operational  Readiness  Staging 

5.  Field  Training  Exercise 


<3/ 
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Topic:  Preparation 

Discussion:  By  September  1966  it  was  apparent  that  REFCRC-ER  I  would  take 
place.  During  initial  planning  and  preparation  the  following  factors  were 
considered : 

a.  Personnel.  The  Squadron  was  at  about  75^  of  level  1  in  September. 
Approximately  15C  EK  and  officers  were  non-deployable  due  to  STS  and  over¬ 
seas  orders.  Intra-Re gimental  transfers  were  accomplished  involving  some 
350  personnel.  Overseas  levies  through  November  and  levies  for  Viet  Nam 
which  continued  through  December  and  January  caused  considerable  turbulance 
and  uncertainty.  DA  was  receptive  to  reouests  for  postponement  of  these 
levies  in  cases  of  key  personnel.  Unavoidable  replacement  of  personnel  for 
medical  reasons,  especially  profiles,  continued  until  deployment. 

b.  Security.  The  classification  of  the  plan  hampered  coordination  and 
caused  considerable  morale  problems.  Information  that  this  Sauadron  would 
participate  in  the  exercise  was  released  through  the  local  news  media  in 
Seattle  and  Tacoma  prior  to  the  date  of  the  Squadron's  notification  as  the 
official  news  release  date. 

c.  Training.  Training  in  preparation  for  REFORGER  I  began  in  September 
at  Squad  and  Section  levels.  Annual  Service  Firing,  Platoon  and  Troop  tests, 
a  72  hour  Sauadron  FTX  and  a  72  hour  Squadron  CRT  were  successfully  com¬ 
pleted  by  21  December  1968.  Special  USAEEUR  oriented  classes  were  conducted 
on  driver  training  and  testing,  winter  safety  hazards,  rail-loading,  Five-K 
Zone,  SASDa,  Gold  Flow,  Status  of  Forces  Agreement  and  German  Customs  and 
Laws.  Personnel  turbulance  had  an  adverse  effect  upon  this  training  and 

the  final  quality  of  crews  and  small  units  involved  in  the  exercise. 

d.  Eouirment.  Eouiment  shortages  necessary  for  training  were  made  up 
through  normal  supply  channels  and  from  within  Regimental  resources.  TA 
50-901  particularly  Zone  VI  type  personal  equiment  was  drawn  from  Regimental 
sources.  File  caps  were  in  short  supply  and  were  replaced  by  insulating 
helmet  liner  (FSK  8415-782-2917)  which  proved  superior  to  the  rile  cap. 

There  were  eouiment  shortages  at  the  rre positioning  site  that  were  identi¬ 
fied  and  prepared  for  shiment  b-  the  advanced  party.  These  items  included, 
in  particular,  radios,  and  TOE  F-60  machine  guns.  In  the  case  of  some  tool 
sets  it  was  felt  that  the  effort  in  drawing,  accounting  for  and  repositioning 
was  more  effort  than  bringing  only  selected  items  from  the  sets  as  FEE. 

e.  Coordination.  Initial  planning  began  with  conferences  at  ARS TRIKE; 

H  USAREUR;  HR  CGFZEFR.;  5th  Army  REFORGER  I  held  at  Fort  Riley;  ALCE  at 
FcChora  aFB;  LC  Fort  Lewis  and  telephonic  coordination  with  REFCROER  officers 
of  the  24th  Division;  5th  Army;  COHARC.  Sauadron  representatives  were  able 

to  make  on  the  ground  operational  and  logistical  coordination  with  HO,  USAREUR 
CO!  LEI  JR;  VII  Corps;  7th  Army  Support  Command;  Rhineland/^halz  District;  7th 
Army  Training  Center,'  Grafenwohr;  and  the  6th  Faint  Battalion  (UARG)  in 
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hovember.  These  coordinating  visits  rroved  invaluable  esrecially  in  those 
cases  where  different  headcuarters  were  under  the  misconception  that  the 
Scuadron  came  under  the  24th  Division  for  all  support  throughout  the  entire 
RLFCRGLR  1  exercise.  The  Scuadron’ s  most  valuable  coordination  was  with  the 
24th  Infantry  Division  and  VII  Corns,  which  continued  on  a  daily  basis. 

Lessons  Learned: 

a.  Use  of  two  duffle  bags  per  individual  proved  adeouate. 

b.  Individual  weapons  could  have  been  shipped  in  boxes  with  accompanied 
baggage . 

c.  Regimental  and  Scuadron  representation  should  be  included  at  all 
planning  conferences. 

Recommendations : 

a.  A  cut-off  of  at  least  9C  days  prior  to  deployment  be  established 
for  personnel  assignments  and  reassignments  involving  RFFi  DOUR  I  Exercise 
units . 

b.  I  HE,  such  as  radios,  that  can  be  drawn  from  other  Regimental  resources 
at  the  rrero  site  be  transferred  at  site  rather  than  shinned  from  home  station. 

c.  kSFbPGhh  units  should  be  kert  at  appropriate  strength  levels  vdth 
deployable  personnel. 

d.  ecurity  restrictions  must  allow  the  deploying  units  to  announce 
facts  to  their  personnel — not  to  wait  for  public  news  media  to  make  the 
announcements. 
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Tonic:  Denloyment 

Discussion:  The  2d  Squadron  (-)  was  deployed  to  the  Federal  Republic  of 
Germany  in  three  increments:  (1)  ■  'uartering  party  consisting  of  37  person¬ 

nel,  departed  4  4  7  January  (2)  Advance  party  of  269  personnel,  denarted 
17  January  (3)  l  ain  body  of  419  personnel,  departed  19,  20,  21  January. 

The  allocation  of  306  rersonnel  on  the  advance  Tarty  was  sufficient  to  draw 
and  move  all  eoui1  merit  and  vehicles  to  7th  ATC  at  Orafenwohr,  Oermany. 

The  2d  Squadron  (-)  shipped  the  followin'"  amount  of  HS  for  VIFPRITIF.  I: 

(1)  quartering  party  2,000  rounds  (2)  Advance  rartv  9,300  rounds  (3)  fain 
body  11,400  pounds.  The  unit  had  no  difficulty  in  the  transporting  of  IFF, 
troops  or  baggage. 

r '  ' 

Lessons  Learned : 

a.  During  the  break  out  reriod  and  convoy,  control  became  a  rroblem  due 
to  the  fact  that  the  advance  nartv  was  made  nr  essentially  of  drivers, 
mechanics,  cooks  and  surrly  personnel  with  only  a  limited  number  of  fCO's 
for  control  and  supervision. 

b.  The  2d  Souadron  (-)  palletized  all  baggage  and  IS  in  the  unit  area. 
This  procedure  allowed  maximum  time  and  pacl-:agin''  flexibility  and  :s  re cor - 
mended  for  ail  future  exercises. 

c.  Palletizing  crews  should  recieve  some  advance  training. 

d.  The  web  seats  or.  the  aircraft  proved  very  uncomfortable  and  fatiguin'*. 

e.  Troop  staging  areas  should  have  latrine  facilities  available. 
Recommendations : 


a.  Recommend  instructions  be  given  to  the  unit  on  palletizing  to  include 
all  appropriate  regulations  and  T  's, 

b.  It  is  recormended  that  in  future  air  movements  of  this  type  that 
the  airline  seat  configuration  be  used  for  the  following  reasons: 

(1)  Safety  was  compromised  because  it  was  nearly  impossible  to 
move  for/aft  through  the  web  seated  personnel. 

(2)  Troop  comfort  was  nearly  nonexistent  since  movement  to  latrines, 
water  points  or  just  to  stretch  cramped  muscles  wss  extremely  difficult  due 
to  the  web  seat  configuration.  The  serving  of  food  or  drink  hod  to  be  ac¬ 
complished  by  passing  containers  the  entire  length  of  the  cabin,  the  re¬ 
sultant  spillage  and  handling  of  food  detracts  from  otherwise  tasty  and 
attractive  food. 
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c.  F'ood-r.lan  to  remit  easy  for/aft  movement  even  if  it  neanH  loss 
of  one  line  of  seats. 

d.  rrovide  latrines  in  the  t  ft  section  as  well  as  in  the  cor  fort  wallet . 

e.  Provide  rdllows'  and  blankets  to  "web-seat  flights"  rather  than  to 
airline-seat  flights. 


f.  Provide  for  rore  frecuent  announcements  of  rxjsition,  weather  at 
surface,  correct  tine  zone,  etc. 
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Topic:  Drawing  Prepositioned  Equipment 
Discussion: 

a.  Prepositioned  equipment  to  be  used  during  the  exercise  was  drawn  by 
the  Squadron  during  the  period  6  Jan  thru  16  Jan  1969  at  Kleber  Kaserne, 
Kaiserslautern  from  the  6th  Maint  BN,  UARG-Europe .  Large  major  endear**'  ' 
tactical  vehicles  were  drawn  by  actual  joint  inventories  by  losing  and  gaini  ng 
Property  Book  Officers.  Small  major  and  virtually  all  minor  end  items  had  been 
preloaded  on  the  Squadron's  TQ&E  5  ton  cargo  trucks  prior  to  arrival  of  the 
Squadron.  No  physical  inventory  would  be  allowed  by  the  commander  of  the  6th 
Maint  BN;  therefore  items  drawn  from  prepositioned  storage  were  accepted 

"per  joint  inventory"  on  the  basis  of  packing  lists  prepared  in  advance  by  the 
PBO  of  the  6th  Maint.  January  17-19  the  271  man  advance  party  was  received, 
matched  with  equipment,  and  preparations  for  movement  by  wheel  and  railloading 
preparations  were  made.  All  elements  of  the  Squadron  closed  at  the  Seventh 
Army  Training  Center  on  schedule  by  21  Jan. 

b.  For  specific  problem  areas  see  "lesson  learned." 

(1)  Generally  the  concept  employed  in  the  drawing  of  items  from  pre¬ 
position  was  not  sound.  The  lack  of  a  joint  inventory,  especially  considering 
that  10  days  to  oonduct  an  inventory  was  available,  eventually  led  to  confusion, 
shortages  and,  in  many  cases,  unexplainable  overages.  These  were  discovered 

in  preparation  for  the  FTX  Phase  and  after,  since  none  of  the  crates  were  allowed 
to  be  opened  at  the  Preposition  Site  by  order  of  the  UARG. 

(2)  On  unpacking  at  the  7th  ATC,  the  crated  TOE  material  was  found 

to  be  uniformly  jumbled  and  mi  spa  eked;  neither  company  sized  packing  nor  line 
item  pack  was  used.  In  reality  what  we  found  were  5  ton  cargo  truck  loads  of 
mixed  items.  When  crates  were  opened,  the  crate  packing  lists  were  found  to  be 
practically  worthless.  Overages  and  wrong  issues  of  every  diecription  were 
found.  Considering  the  activities  of  the  Squadron  at  the  time  -  occupation 
of  the  training  area,  operational  preparations,  maintenance  staging  and 
weapons  shakedowns,  the  principles  of  supply  accountability  were  abandoned. 

Time  to  resolve  the  confusion  in  the  property  was  simply  not  available. 

(3)  Following  the  FT I,  a  thorough,  line-by-line  physical  inventory  was 
personnally  conducted  by  the  Squadron  Property  Book  Officer,  confirming  the 
accuracy  of  pre-FTI  reports  of  shortages  and  overages.  6th  Maint  BN  personnel 
attached  to  the  Squadron  participated  in  this  inventory. 

(4)  Components  and  Basic  Issue  List  Item  Shortages  created  considerable 
problems. 

All  9  4.2  inch  Mortar  Sights  turned  up  missing.  Only  a  special  courier 
win  to  Kaiserslautern  produced  the  missing  components  in  time  to  conduct 
test  firing. 

Two  (2)  of  9  M577  Conmand  Post  were  received  with  complete  vehicle  extension 
(tent)  assemblies.  Five  others  were  short  essential  frame  components,  and  two 
ware  short  %n  frame  component s.  As  the  Coonander  of  the  6th  Maint  BN  refused 
to  supply  the  frames,  local  USAREUR  units  were  "scrounged"  by  Squadron  personnel 
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to  replace  the  shortages. 

(5)  A  significant  percentage  of  radios  were  issued  short  hand 
microphones  and  earphones.  All  AN/VKC-29  and  the  2  AN/GRC-26D  Radioteletype 
rigs  were  issued  less  the  wiring  renuired  to  install  crptographic  equipment, 
negatir^  all  Squadron  RTT  capabilities. 

(6)  Pour  M1937  Field  Ranges  were  received  less  the  BUI  Repair 
Parts,  which  proved  to  be  available  through  NOKS  requisition  or  from  the 
6th  haint  BN.  None  of  the  4  ever  functioned. 

(7)  Tool  Set  item  shortages  were  found,  greatly  hampering  mainten¬ 
ance  operations.  Shortages  of  hll3>  M114  and  M60  slings  for  use  in  pulling 
power  packs  later  proved  a  very  critical  shortage. 

(8)  Two  of  the  three  BILI  Sets  for  M62  Wreckers  lacked  chains 

and  towbars,  rendering  these  vehicles  useless  for  their  principal  employment 
as  recovery  vehicles. 

Lessons  Learned; 

a.  Drawing  equipment  must  be  handled  either  (1)  with  great  speed  and 
accuracy,  dispensing  with  any  pretense  of  a  joint  inventory.  (This  would 
apply  in  a  combat  situation),  or  (2)  issuance  must  be  by  a  physical,  per- joint- 
inventory  by  line  item,  as  in  a  garrison  situation.  It  is  difficult  and  time- 
wasting  to  attempt  both,  as  was  tried  in  R2F0RGER  I. 

b.  No  substitutes,  no  number  of  valid  requisitions  for  missing  components 
of  sets,  kits,  outfits  and  msjor  end  items  does  the  slightest  bit  of  gn>d  for 
any  unit  airlifted  into  Europe  destined  to  fight  or  train  using  pre positioned 
equipment.  If  critical  items  are  missing,  the  mission  will  suffer  accordingly 
for  the  most  critical  first  few  weeks  of  migagemcnt  or  field  training. 

c.  Considering  the  large  number  of  obvious  "controlled  substitutions" 
apparent  in  the  2d  Squadron  TO&E  as  issued,  it  is  doubtful  if  the  6th  Haint 
Bn  using  present  resources  could  issue  caabat  reedy  TO&E  sets  of  equipment  to 
the  entire  3d  Armored  Cavalry  Regiment;  much  less  the  other  battalions  end 
smaller  units  prepositioned  in  Kaiserslautern. 

Rscosmend  at  ion  s : 

a.  That  the  UARG  be  reorganized,  increasing  the  ratio  of  maintenance  and 
supervisory  personnel  to  pre positioned  equipment  by  at  least  100£. 

b.  That  the  grads  structure  of  UARG  Maintenance  and  Supervisory  personnel 
be  revised  upward  substantially,  and  that  the  branch  of  the  battalion  commanders 
be  specified  according  to  the  type  unit  preporltioned. 

c.  That  realistic  short  notice  airlifts  of  units  not  smaller  then  ocmpany 
size  be  conducted  at  least  twice  yearly  on  each  UARG  battalion  to  test  issue 
procedures. 

d.  That  supply  system  issue  priorities  not  lower  then  those  assigned 
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combat-ready  USaREUR  units  be  applied  to  UiUiLr  requisitions  of  all  types. 

e.  That  permanent  unit  liaison  from  CuhUo  to  UohREIiR  be  established  to 
in  cl  vide: 

(1)  Monthly  reports  of  deadline  and  shortage  from  UaRG  to  the  CuRUd  unit . 

(2)  Regular  -  not  less  than  twice  yearly  -  inspections  by  CURUd 
battalion/squadron  commanders  accompanied  by  supply  and  maintenance  advisors 
be  established. 

(3)  Permanent  unit  representation  in  bSAkibK,  Cn  a  monthly  rotating 
basis,  of  experienced  company  grade  officers  from  the  CGRUd-based  pre¬ 
positioned  unit  to  assist  the  UaRU  in  supervision  of  maintenance. 

f.  That  battalion-sized  sets  of  tactical  vehicles  be  kept  segregated 
and  clearly  identifiable  from  all  other  battalion/ squadrons .  At  present 
all  unit  identity  of  vehicles  is  blurred  by  like-item  parking  and  the 
IiaRU  policy  of  removing  and  ignoring  unit  markings  and  designations. 

g.  That  issue  procedures  be  made  faster,  more  reliable  and  more 
realistic  in  accordance  with  Lesson  Learned  #1,  above. 

h.  That  railloading  equipment  be  permanently  mounted  on  all  preposi¬ 
tioned  tracked  vehicles  and  continuously  accounted  for  and  inspected. 
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Tonic:  Operational  Readiness  Staging 

Discussion:  a.  earons  test  firing  was  conducted  prior  to  exercise  rarbide 
Ice.  Ranges  and  test  firing  presented  no  problem:  however,  some  of  the 
wea*x>ns  withdrawn  from  rrerositioning  storage  were  non-one rational.  rarts 
were  exchanged  from  operational  weapons,  which  had  completed  the  firing  exer¬ 
cise,  and  rlaced  on  the  non-onerational  weapons.  ?  ore  than  90;  •  of  all  weapons 
were  originally  operational.  Another  rroblem,  in  sone  cases,  was  the  ’earens 
Card  2408-4  for  selected  crew  weapons.  These  rearers  were  removed,  fro" 
storage  and  placed  on  any  vehicle  recuiring  that  hind  of  weapon.  However, 
the  weapons  card  remained  in  the  vehicle  lo<*  book  to  which  the  weapon  be¬ 
longed.  This  resulted  in  a  problem  of  insurin'*  that  the  proper  weapons 
card  v/as  matched  up  with  the  proper  weapon. 

b.  Special  Problems. 

(1)  Of  nine  4.2"  mortars  drawn,  two  were  condemned  two  days  rrior 
to  firing.  Ko  replacements  v:ere  available.  Also  the  sights  for  the  mortars 
were  not  issued  with  the  weapon.  A’  special  courier  run  was  recuired  to  lo¬ 
cate  and  transport  these  to  the  trainin'*  center  from  Kaiserslautern. 

(2)  l.oreA75,'i  of  the  1  2  machine  runs  were  issued  without  mounting 
pins.  Again,  a  special  trip  to  Kaiserslautern  produced  enough  mins  to  mount 
another  25h>  of  the  machine  guns.  ’  ith  much  switching  all  T'2  machine  guns  were 
eventually  fired. 

c.  I  aintenance.  Readiness  Staging  began  in  detail  at  the  ceventh 
Army  Training  Center  on  21  Jan  69.  liouirr-ent  was  moved  from  road  and  rail 
directly  to  two  unit  motor  pdols,  where  Technical  Inspections  were  irredi- 
ately  begun,  '.heeled  vehicles  o-erators,  who  drove  the  vehicles  from 
Kaiserslautern,  prepared  2/  04' s  and  immediately  began  to  work.  lurin'* 
the  period  21-26  Jan,  the  time  allotted  to  maintenance  staging,  time  and 
ecuipr.’ent  available  i/ere  enough  to  correct  deficiences,  safety  hazards, 

and  deadline  items,  although  it.  is  very  obvious  that  the  ma.ioritv  of  wheeled 
vehicles  engines  were  improperly  tuned  accountable  to  bad  points,  plu*s,  and 
dirty  fuel  systems,  time  vas  not  available  for  tune  urs.  This  leek  of 
tuning  resulted  in  increased  fuel  consumption  and  'owered  parforvarce  of 
most  wheeled  vehicles  during  operation  Carbide  Jce.  Foor  tune  was  also 
noted  on  some  ^asoline  powered  track  vehicles. 

d.  Hroblen  areas. 

(1 )  .'-62  Krecker  -  These  were  miss  in*  RTLJ ,  towbar,  chains,  end 

had  leaking  hydraulic  systems.  One  engine  threw  a  rod  during  the  second 
day  of  the  FTX,  another  wrecker  was  down  for  most  of  the  FTX  with  a  blown 
clutch.  During  the  FTX — when  they  were  in  the  Heaviest  demand — there  were 
never  more  than  one  operational  wrecker  available  at  any  time. 
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(2)  ’114  -  Though  generally  satisfactory,  there  vras  an  abnormally 
himh  percentage  of  electrical  system  failures,  faulty  transmissions,  steer 
year  assem’  lies,  and  road  wheels. 

(3)  I  113/1  ICC  -  These  vehicles  were  Generally  satisfactory,  although 
I  113  had  a  higher  than  usual  failure  rate  in  electrical  svste-  0  and  an  un¬ 
usual  number  of  fuel  system  leaks. 

(A)  i  60  -  Although  generally  sa.t  is  factory',  there  were  problems  with 
electric  systems,  engines,  and  several  cases  of  worn  out  drive  sprockets. 

(5)  I -18  -  Severe  problems  were  encountered  in  this  critic?.],  .item. 

At  "ost  times  not  more  than  one  I£C  was  available.  Tad  track,  worn  sprockets, 
niss-tiaed  engines  and  transmissions  failures  are  examples  of  FT  Ft  mechanical 
failures. 

Lessons  Learned:  a.  Les.ons  learned  durin~  weapons  test  .firin'7  were  as 
follows :  all  weapons  should  be  completely  tested  to  insure  that  they  are 
operational  before  departing  the  preno  site;  secondly,  all  weapons  data 
cards  must  remain  with  the  assigned  weapon. 

b.  Lack  of  critical  maintenance  tools  such  as  slinks  and  towing  com¬ 
ponents  along  with  a  high  deadline 'fate  in  recovery7  vehicles  limited  mainten¬ 
ance  capabilities. 

c.  huch  <-:reater  emphasis  in  the  lb  ?.G  maintenance  prop'ram  should  be  made 
in  the  area  of  gasoline  engine  tuning. 

a.  ho  significant  inferences  concerning  the  general  servi  cenbilitv  of 
tne  rre’-ositioned  equipment  can  be  made,  for  in  so-^e  respects  the  eouippent 
ered  by  the  unit  represented  the  pick  of  the  entire  garment's  prerositioned 
equipment . 

Leconmendations :  a.  1  eapons  Firing: 

(1)  That  all  weapons  be  given  an  operational  test  prior  to  depar¬ 
ture  from  prepo  site. 

(2)  That  the  hear ons  Card  2408-4  be  stored  and  issued  with  the 
weapon,  not  with  the  vehicle  that  normally  carries  the  weapon. 

b.  General  kaintenance: 

(1)  l  ore  training  of  unit  mechanics  in  electrical  systems  trouble¬ 
shooting  is  required. 

(2)  All  tool  kits  and  Fl'IJ  sets  must  be  checked  continuously  to 
ensure  that  essential  items  such,  as  slin,7s  and  tow  bars  are  present. 
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(2)  Further  research,  into  the  reliability  of  Preservative  Knsine 
and  Drive  Train  Lubricants  should  be  undertaken.  Some  engine  trouble  nay 
have  originated  from  breakdown  of  lubricant  under  sustained  oreration. 
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UcL 


Topic i  Field  Tra '.rilin'  ’.xercise 

Discussion:  The  exercise  "Carbide  Ice"  riff orded  this  Souadron  an  oppor¬ 
tunity  to  improve  its  effectiveness.  The  unfamiliar  ard  difficult  terrain 
pave  leaders  at  all  echelons  an  anpreciation  evaluation,  and  improvement, 
of  their  tactical  skills  in  all  areas. 

a.  Command  and  Operations.  ixercise  "Carbide  Tee"  was  of  yreat  value 
since  it  provided  this  unit  vit’n  the  opportunity  to  perform  in  an  unfamiliar 
combat  tyre  environment.  It  tested  the  units*  ability  to  function  and  the 

c  wanders  *  ability  to  retain  control  under  fast  changin'!  situations. 
Specifically,  the  Souadron  operated  well  under  simulated  combat  conditions 
and  the  unit  completed  all  exercise  objectives  v.ith  exception  of  exec¬ 
uting  a  withdrawal.  'The  except ion  was  due  to  the  change  from  C ranpe  to 
Blue  Forces.  The  rlav  of  fire  and  movement  could  not  "enerally  be  realist¬ 
ically  stressed  cue  to  the  maneuver  damage  conditions,  but  this  problem 
was  alleviated  V.y  the  use  of  substitution,  such  as  fla°s  on  staves. 

b.  Fersonnel  and  Administration.  The  administrative  sections  were 
j^iven  tlie  opportunity  to  work  as  an  attached  unit  'dth  all  the  related 
personnel  and  administrative  problems  inherent  as  an  attached  unit, 

c.  Intelligence,  Counterintelligence  and  Security.  The  exercise 
proved  invaluable  in  respect  to  realistic  combat  tyre  situations.  In 
this  atmosphere  the  troops  had  much  realistic  re rer table  material  instead 
of  simulated  and  canned  situations  which  are  often  found  in  unit,  level 
training. 

d.  Logistics.  Due  to  the  Iona  distances  involved  the  Souadron’ s 
support  elements  received  valuable  training  in  Ion0-  ranre  logistical 
support.  The  unit  also  depended  uron  support  from  the  ?4tL  Division; 
this  aspect  will  be  discussed  under  recormendations. 

Lessons  Learned;  a.  Burin0-  tactical  operations  it  v/as  realised  that  the 
Souadron  needs  more  FL  radios  for  increased  control  by  the  commanders. 

b.  Because  of  the  maneuver  da^a^e  conditions  the  3< uad ron * s  tactical 
operations  were  limited  to  existing  roads.  This  situation  led  to  si7eable 
traffic  tie-ups. 

c.  The  Souadron  did  not  receive  adecuate  lopist.ics  information  from 
hiyher  teadouarters.  Upon  attachment  to  the  24th  Division  fain,  correct 
locations  of  tho  Class  I  and  III  points  could  not  be  obtained. 

he  cor  mendatlons :  a.  Troon  level  command  ^ost  veh.iclos  (1577)  need  one 
additional  radio  set,  Ti/lLC  47.  Tire  troop  ,mist  monitor  four  radio  nets 
but  can  monitor  only  tiro  with  Present  configuration.  Additionally,  the 
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followin'1'  s’-eciiic  personnel  need  sor'e  type  oi‘  F!  radio:  each  troop 
level  first  sergeant,  each  troor  level  wrecker,  and  selected  fuel  tankers. 

The  addition  of  these  radios  v.ould  areally  ease  the  control  of  the  units' 
logistical  elements  which  presently  hive  no  communications  with  the  unit 
coivimander; 

b.  The  use  of  i ilitary  Folice  at  traffic  control  joints  v.ith  a  iist 
of  units  in  order  of  priority  would  relieve  the  problem  of  traffic  con¬ 
gestion:  a  rroblen  that  was  compounded  because  of  interference  of  civilian 
traffic  vdth  military. 

c.  I.ecomend  that  in  future  HFV'jv  operations,  provisions  be  made  for 
replacement  of  simulated  casualities  to  the  Fouadron. 

d.  The  lack  of  a  field  bath  or  shower  point  could  have  created  a 
serious  morale  problem  had  the  exercise  continued.  In  future  exercises  the 
morale  of  the  soldiers  could  be  "reatlv  improved  with  the  use  of  shower 
points. 

e.  it  would  have  been  helpful  if  Feuadron  operations  Iiad  received 

r  ore  freouent  reports  from  hither  headouarters  such  as:  Intsuns,  ]ntreos, 
and  results  of  air  recon  missions. 

f.  There  were  no  niyht  movements  of  units.  This  was  unrealistic  and 
did  not  allow  for  needed  niyht  drivers  trainin''  ,  nialvt  nap  readintT,  and 
training  of  radar  person). el. 

e,  It  is  recommended  that  in  future  exercises  of  this  type,  the 
parent  units  forecast  and  program  responsible  and  realistic  ILL  reouire- 
ments  for  the  attaclied  units. 

h.  Communications  v.ith  hi  i  er  headouarters  vas  sometimes  tenuous. 

..a lays  should  be  employed  c.s  distances  increase.  Also  all  communications 
w'ere  by  rl.  radios  cue  to  lack  of  ccrmlete  Con  Dec  ecuiment,  specifi¬ 
cally  the  lack  of  a  Con  Dec  cable.  r:he  ’a?  team  furnished  •  y  the  21th 
Division  was  unable  to  <*et  communications  within  1?  hours  and  their 
eauiment  was  ur.able  to  keep  up  1  ith  Souadron  headouar'  ers  during  move¬ 
ments. 

i.  I.otivation  of  individual  controllers  varied  mreatly.  Toorly 
motivated  controllej s  were  infrequently  present  with  the  commander.  Two 
troop  level  controllers  were  absent  for  the  entire  second  phase  of  the  prob¬ 
lem.  Their  absence  vas  translated  into  a  Lack  of  bomb  damage  assessments 
and  casualty  assessments  as  a  result  of  artillery  and  around  contact. 

Usually  their  radio  nets  seemed  to  be  continually  inoperative ,  l  ore  moti- 
vatea  and  experienced  controllers  would  have  solved  many  of  the  control  prob¬ 
lems. 
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AMOPT-T1  (20  Mar  69)  1st  Ind 

SUBJECT:  After  Action  Report  -  Exercise  REFORGER  I  (RCS  ATOPS-368) 

%  8  MAR  1969 

HQ  SIXTH  US  ARMY,  Presidio  of  San  Francisco,  California  94129 

TO:  Commanding  General,  Fifth  US  Army,  Fort  Sheridan,  Illinois  60037 

This  Hq  recognizes  that  the  comments  outlined  in  para  4,  basic  communication, 
may  not  be  feasible  for  implementation;  however,  based  upon  the  experience 
of  subject  unit,  this  Hq  recommends  that  consideration  by  DA  in  future 
exercises  be  given  to: 

a.  Providing  personnel  fill  beyond  the  capability  of  this  Hq. 

b.  Stabilization  of  personnel  both  presently  assigned  and  subsequently 
assigned  until  completion  of  exercise. 

FOR  THE  COMMANDER: 


Incl  3  to  Incl  2 
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DEPARTMENT  OF  THE  ARMY 

HEADQUARTERS,  U.  S.  ARMY  TRAIN  INC  CENTER,  INFANTRY  AND  FORT  LEWIS 
Fort  Lewis,  Washington  98433 


AMNLE -GCT-P&O  2  OMAR  1989 

SUBJECT:  After  Action  Report  -  Exercise  REFORGER  I 
(RCS  ATOPS-368) 


THRU:  Commanding  General 

Sixth  US  Army 

Presidio  of  San  Francisco,  California  94129 


TO:  Commanding  General 

Fifth  US  Army 

Fort  Sheridan,  Illinois  60037 


1.  Reference:  a.  Letter,  Hq  Fifth  US  Army,  ALFGC-OP,  subject  as  above, 
dated  31  January  1969. 

b.  Fifth  US  Army  Message  4350,  dated  14  February  1969,  Subj:  After 
Action  and  Other  Exercise  REFORGER  Cost  Reports. 

2.  In  accordance  with  paragraph  4b,  reference  la,  the  following  comments 
are  submitted: 

a.  Upon  receipt  of  notification  that  the  2d  Squadron,  3d  Armored 
Cavalry  Regiment  would  participate  in  Exercise  REFORCER  I,  this  head¬ 
quarters  assigned  the  mission  to  the  3d  Armored  Cavalry  Regiment  to 
prepare  its  subordinate  unit  for  the  exercise. 

b.  The  2d  Squadron,  3d  Armored  Cavalry  Regiment  is  a  self-sustain¬ 
ing  unit  which  is  capable  of  independent  operation.  Consequently,  little 
support  was  required  from  outside  the  unit  in  this  preparation. 

c.  The  Squadron  was  given  priority  for  schools  and  training  areas  to 
insure  completion  of  training  prior  to  its  departure.  Troop  and  Squadron 
ATT's  were  administered  for  all  units  participating  in  Exercise  REFORGER 
I  and  all  units  were  found  to  be  in  a  satisfactory  state  of  Combat 
Readiness.  A  total  of  39  personnel  were  used  for  testing. 
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AMNLE-GCT-P&O  2  0  MAR  1969 

SUBJECT:  After  Action  Report  -  Exercise  REFORGER  I 
(RCS  ATOPS-368) 

d.  Equipment  required  for  deployment  was  prepared  for  shipment 

by  the  Squadron  assisted  by  the  installation  transportation  offic:.  Cargo 
was  transported  to  the  departure  airfield  (McChord  AFB)  utilizing  both 
military  and  commercial  vehicles.  CTA  50-902  clothing  and  equipment 
required  was  provided  from  resources  within  the  3d  Armored  Cavalry 
Regiment  and  augmented  as  necessary  from  the  Installation  Supply  Division. 

e.  Transportation  of  troops  to  and  from  the  departure  airfield  was 
provided  by  the  installation  transportation  office  utilizing  commercial 
buses.  The  3d  Armored  Cavalry  Regiment  provided  five  (5)  trucks  on  a 
stand-by  basis  as  back-up  for  troop  movement  if  required.  These  trucks 
were  not  utilized.  A  total  of  8  personnel  were  utilized  as  drivers. 

f.  In  order  that  the  2d  Squadron  be  able  to  close  its  mess  facilities, 
the  3d  Armored  Cavalry  Regiment  provided  the  squadron  with  other  messing 
facilities  for  a  period  of  three  (3)  days  prior  to  departure  and  provided 
the  squadron  with  prepared  meals  upon  its  return, 

3.  As  in  all  similar  type  operations,  some  problem  areas  arose  which 
required  assistance  from  installation  and  higher  headquarters.  Problem 
areas  experienced  in  this  operation  were  as  follows: 

a.  PERSONNEL ,  For  participation  in  the  exercise  the  2d  Squadron  was 
required  to  be  brought  to  1007.  of  TOE  strength.  In  order  to  do  this  from 
within  local  resources  the  3d  Armored  Cavalry  Regiment  would  have  been 
reduced  to  zero  strength  in  many  MOS's  and  grades.  This  installation 
notified  Sixth  US  Army  of  this  and  was  informed  that  the  squadron  would  be 
filled  regardless  of  the  impact  on  the  other  units.  In  addition,  the 
squadron  continued  to  receive  levies  for  overseas  replacement.  Department 
of  the  Army  was  notified  of  this  and  a  request  for  deletion  from  levy 

was  submitted  with  a  result  of  nine  (9)  personnel  being  deleted  who  were 
earmarked  for  other  than  Southeast  Asia  areas.  This  installation  filled 
the  squadron  with  personnel  from  within  the  3d  Armored  Cavalry  Regiment 
and  as  a  last  resort  filled  from  local  resources  using  maximum  MOS  and 
grade  substitution.  This  ultimately  resulted  in  creating  144  vacancies 
in  other  units  within  the  3d  Armored  Cavalry  Regiment  which,  if  left 
vacant^  would  have  created  serious  operational  problems.  Sixty-nine  (69) 
filler  personnel  were  received  by  DA  requisition  fill  and  the  remaining 
seventy-five  (75)  position  vacancies  were  filled  locally  without  regard 
to  MOS. 

b.  LOGISTICS.  Non-receipt  of  changes  to  MAC  Airlift  Flow  Plan  created 
several  last  minute  changes  on  flight  planning  with  the  squadron  and  the 
local  Airlift  Control  Element  (ALCE)  at  McChord  AFB.  This  created  problems 
in  coordinating  the  surface  movement  of  personnel  and  equipment  between  this 
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AMNLE-GCT-P&O  2  0  MAR  1969 

SUBJECT:  After  Action  Report  -  Exercise  REFORGER  I 
(RCS  ATOPS-368) 

Installation  and  the  departure  airfield.  Several  long  distance  telephone 
calls  were  required  to  Fifth  US  Army,  CONARC  and  STRICQM  to  obtain  the 
required  information. 

4.  As  a  result  of  this  installation’s  participation  in  Exercise  REFORGER 
I,  the  following  recommendations  are  submitted: 

a.  That  a  six  month  stabilization  period  be  provided  units  partici¬ 
pating  in  future  exercises  to  allow  for  an  adequate  personnel  posture 

to  be  maintained  without  drawndown  of  other  units  which  create  operational 
problems. 

b.  That  DA  levies  should  not  be  directed  against  participating  units 
until  after  unit  returns  from  Exercise. 

c.  That  authority  to  submit  emergency  requisitions  for  current  and 
projected  losses  with  a  guarantee  of  immediate  fill  action  should  be 
granted. 

d.  That  position  vacancies  be  filled  with  proper  grade  and  MOS, 

e.  That  the  Military  Airlift  Command  be  requested  to  furnish  copies 

of  all  MAC  published  movement  plans,  and  change  thereto  to  the  installation 
Transportation  Officer  on  a  timely  basis. 

5.  Cost  reports  for  this  exercise  will  be  submitted  in  accordance  with 
reference  lb. 

6.  The  2d  Squadron,  3d  Armored  Cavalry  Regiment  will  submit  a  separate 
After  Action  Report  in  accordance  with  reference  la  above. 

FOR  THE  COMMANDER: 


CF: 

G1 

G2 

G4 

C-E 

Compt 

10 

3d  ACR 
AG 


W.  W.  KILLIAN 
CPT,  AGC 

Asst  Adjutant  General 
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DEPARTMENT  OF  THE  ARMY 
HEADQUARTERS.  FIRST  UNITED  STATES  ARMY 
FORT  GEORGE  G.  MEADE.  MARYLAND  20755 


AHABC-OR 

SUBJECT:  After  Action  Report,  Exercise  REFORGER  I  (RQS  ATOPS  368) 


Commanding  General 

Fifth  United  States  Army- 

Fort  Sheridan,  Illinois  60037 


1,  References:  a.  Unclassified  message  51927,  ATOPS-OPS-MUR,  HQ 
USOONARC,  12  February  1969,  subject  as  above. 

b.  Letter,  ALFGC-OP,  HQ  Fifth  US  Army,  31  January  1969,  subject  as 
above. 

2.  In  accordance  with  reference  b,  the  following  REFORGER  I  After  Action 
Report  is  submitted: 

a.  Two  ncn-divisional  REFORGER  units  from  First  US  Army  participated 
in  the  exercise.  These  were  the  5th  Surgical  Hospital,  Fort  Knox  and  the 
100th  Transportation  Company,  Fort  Eustis.  Exercise  planning  for  these 
uni  us  was  generally  conducted  at  installation  level.  The  formulation  of 

a  REPORGER  I  address  indicator  group  (AIG)  for  all  participants  facilitated 
this  planning  through  the  direct  dissemination  of  planning  guidance  from 
USOONARC  and  your  headquarters.  Planning  included  the  development  of 
plans  for  pre-deployment  training,  preparation  of  movement  data  and  the 
development  of  plans  to  move  units  to  and  from  on/off  load  bases.  The 
exercise  planning  conference  conducted  at  Fort  Riley,  Kansas  during 
October  and  November  1968,  was  of  valuable  assistance  during  this  planning 
phase.  Comments  concerning  this  headquarters  support  requirements  are 
at  Tab  1 . 

b.  After  action  reports  from  installations/units  concerned  are  at 
Tab  2  (Ft  Knox/5th  Surgical  Hospital)  and  Tab  3  (Ft  Eustis/lOO  Trans¬ 
portation  Company). 

FOR  THE  COMMANDER: 

3  Incl 
as 
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lli  March  1969 


TOPIC;  Proposed  Visit  of  U5AREUR  Safety  Team 

DISCUSSION:  Preparation  for  participation  in  Exercise  REPORGER  I 
included  in  the  pre-exercise  phase  a  proposed  visit  of  the  USAREUR 
Safety  Team  to  participating  unit  o^  First  US  Army.  This  was  con¬ 
curred  in  by  this  headquarters  and  the  desirability  of  this  visit 
was  stated  in  message  to  Commanding  General,  Fifth  US  Army,  on  lU 
November  1968.  In  late  November,  CINCUSAEUR  recommended  that  proposed 
safety  briefing  and  assistance  be  deferred  until  arrival  of  units  in 
USAREUR  due  to  shortages  of  personnel  and  the  costs  involved.  This 
information  was  disseminated  to  First  US  Army  Exercise  RE  FORGER  I  units. 

LESSONS  IEARNED; 

(1)  Units  could  not  complete  USAREUR  safety  orientation  prior 
to  deployment  due  to  the  cancellation  of  the  proposed  orientation. 

(2)  Information  available  to  this  headquarters  indicates  that 
lack  of  this  orientation  prior  to  deployment  did  not  unduly  affect 
their  operations. 

(3)  The  conduct  of  this  orientation  after  arrival  in  USAREUR 
effects  an  obvious  savings  of  manpower  and  funds. 

RECOMMENDATIONS :  That  future  exercises  provide  for  the  conduct  of  * 
this  type  orient ation  upon  arrival  overseas  of  the  participating  unit. 
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TOPIC :  Redistribution  of  Equipment  for  REFORGER  I  Units 

DISCUSSION:  This  Army  was  levied  to  transfer  22  line  items  to  Reforger  units. 

A  total  of  138  pieces  of  equipment  were  involved  up  to  and 
including  SP  Howitzers  and  Semi- trailers.  Material  was  shipped 
to  the  24th  Inf  Div,  Fort  Riley  and  3rd  Armored  Cavalry  Regiment, 
Fort  Lewis,  to  satisfy  urgent  training  requirements.  Notices 
were  received  2  and  3  October  1968  that  16  lines  or  93  pieces  of 
equipment  had  to  be  at  destination  not  later  than  16  October 
1968.  During  the  period  6-12  October  1966,  instructions  were 
received  directing  remaining  items  be  shipped  to  arrive  at 
destination  on  21  October  1968.  The  quantity  of  items  together 
with  the  short  suspense  date  and  the  required  time  to  process 
the  material  to  a  prescribed  serviceability  standard,  packing, 
crating  and  shipping  time  all  contributed  to  a  very  confused 
situation.  Additionally,  numerous  amendments  to  the  original 
requirements  contributed  to  the  difficulties  encountered  in  the 
transfer. 

LESSONS  LEARNED: 

(1)  Levies  were  not  always  firm  when  received  at  Array  thu3 
requiring  a  change  to  shipping  instructions  and  dates  already 
furnished  to  installations. 

( 2)  Time  frames  allowed  to  effect  the  transfers  wt  e  not 
realistic  as  rail  shipment  times  exceeded  the  total  time  frame 
in  almost  all  instances. 

RECOMMENDATION: 

(1)  Prior  to  levying  Armies,  NICP's  should  be  required  to  make 
a  positive  commitment  as  to  whether  item  will  be  supplied  from 
depot  stocks.  This  commitment  to  be  made  far  enough  in  advance 
of  the  Required  Delivery  Date  (RDD)  to  permit  orderly  selection 
of  alternate  supply  sources,  i.e..  Troop  units,  repair  of  the 
equipment,  and  shipment  with  sufficient  time  to  meet  the  RDD. 

(2)  Realistic  time  frames  be  established  for  transfers.  Con¬ 
sideration  must  be  given  to  the  work  load  being  created  at  installa¬ 
tion  level.  Inspection,  processing  material  to  a  specified 
serviceability  standard,  packing,  crating,  loading  and  obtaining 
transportation  clearances  are  time  consuming  projects  requiring 

a  large  amount  of  man  hours  at  installation  level.  Installations 
are  not  staffed  with  sufficient  personnel  or  maintenance  equip¬ 
ment  to  accomplish  last  minute  equipment  transfers  especially  when 
large  end  items  such  as  M109  155  SP  Howitzers  or  Semi-trailers  are 
involved.  During  these  periods  of  activity,  routine  supply, 
maintenance  and  transportation  work  load  backlog  to  an  unacceptable 
level. 
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INFORMATION  OFFICE 

TOPIC:  Information  Activities  12  March  1969 

DISCUSSION :  Information  activities  for  Exercise  REFORGER  I  were 

limited  to  two  areas— prepositioning  of  news  releases  at  the  Army 
Home  Town  News  Center  and  the  extension  of  invitations  to  and 
the  preparation  of  travel  orders  for  civilian  news  media  covering 
the  exercise. 

1.  Home  Town  News  Releases.  Coordination  was  made  with 

the  Army  Home  Town  News  Center  in  late  December  to  determine  their 
capability  for  handling  prepositioned  news  releases  for  personnel 
participating  in  the  exercise.  After  receiving  an  affirmative 
answer,  contact  was  made  with  the  Information  Officers  at  Forts 
Knox  and  Eustis.  DA  Forms  1526  were  prepared  on  all  individuals 
in  the  two  participating  units  who  desired  news  releases. 

Prepared  releases  with  a  cover  story  were  forwarded  to  the  Army 
Home  Town  News  Center  at  Kansas  City.  While  difficult  to  assess 
the  results  of  the  project,  it  is  noted  that  several  weekly 
newspapers  in  the  greater  Baltimore  area  did  carry  "home  town" 
items  concerning  personnel  participating  in  the  REFORGER. 

2.  Coordination  of  Civilian  News  Media  Coverage.  Department 
of  the  Army  on  8  January  1969  requested  that  First  Army  Information 
Office  nominate  news  media  personnel  to  accompany  participating 
units  during  the  exercise.  Because  of  the  short  time  frame 

(7  days)  in  which  to  determine  press  interest,  nominations  were 
requested  from  newsmen  in  the  areas  adjacent  to  Forts  Knox  and 
Eustis  only.  In  addition,  the  New  York  branch,  Office  of  the 
Chief  of  Information,  nominated  newsmen  from  the  New  York  City 
area.  A  total  of  eight  invitations  were  approved  by  Department 
of  the  Army.  Invitational  travel  orders  were  prepared  by  the 
Adjutant  General  Section  this  headquarters  on  15  January,  and 
forwarded  to  the  individuals  concerned. 


LESSONS  LEARNED: 

Insufficient  lead  time  was  allowed  for  determining  news 
media  interest  in  covering  the  exercise.  While  this  headquarters 
was  able  to  determine  interest  in  the  areas  adjacent  to  Fort  Knox 
and  Fort  Eustis  and  in  New  York,  we  did  not  have  sufficient  time 
to  explore  other  larger  cities  in  the  First  Army  area.  For 
example:  Boston,  Cleveland  and  Newark  all  have  full-time  military 
writers  on  their  papers  who  may  have  desired  to  cover  the  event  in 
person . 


RECOMMENDATIONS: 


That  notification  requesting  nominations  from  civilian  news 
media  be  made  a  minimum  of  30  days  prior  to  departure  date  from 
CONUS  for  overseas  exercises. 
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DEPARTMENT  OF  THE  ARMY 
HEADQUARTERS  US  ARMY  ARMOR  CENTER 
FORT  KNOX,  .KENTUCKY  40121 


1  2  MAR  1969 


SUBJECT:  After  Action  Report,  Exercise  REFORGER  I  (RCS  ATOPS  368) 


Goananding  General 
First  United  States  Army 
ATTN:  AHABC-00 

Fort  George  G.  Meade,  Maryland  207S5 


1.  References:  a.  Letter,  ATOPS -OPS -MJR,  HQ,  USGQNARC,  dated  24  Decoder 
1968,  subject  as  above. 


b.  Letter,  ALFGC-OP,  HQ,  Fifth  US  Army,  dated  31  January  1969, 
subject  as  above. 

c.  Unclassified  message  12380,  AHABC-OO,  HQ,  First  US  Any,  dated 
14  February  1969,  subject  as  above. 

2.  In  accordance  with  reference  c  above,  the  attached  after  action  report 
from  the  5th  Surgical  Hospital  (Mobile  Army)  is  forwarded.  (Incl  1) 


3.  Pre -exercise  planning  was  conducted  at  installation  level  in  con¬ 
junction  with  US  Ireland  Any  Hospital  and  the  unit.  Details  on  this 
preparation  are  contained  in  the  body  of  the  report.  No  significant 
problems  were  encountered  in  furnishing  additional  (non -REFORGER) 
personnel  or  equipment  to  the  uiit  with  the  exception  of  the  Medical 
Equipment  Set,  Hospital,  Training,  Number  Five  (FSN  6545-959-8750), 
which  arrived  at  this  installation  with  many  shortages .  Action  has  been 
taken  to  rectify  these  shortages. 


FOR  THE  OOM4ANDER: 


1  Incl 

as 


ROBERT  L.  EATON 


Administrative 

AG  Office 


at 
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D&PAtfMbNT  OF  THE  Aitt-iY 
HEADQUARTERS,  5TH  SURGICAL  HOSPITAL  (MA) 

FORT  KNOX,  KENTUCKY  40121 

AETZMB-L  3  March  1969 

SUBJECT:  Transmittal  of  After  action  Report,  Exercise  RE FORGER  I 
(RCS  ATOFS-368) 


THRU: 


A¥f!h — Plano  &  Training 
Ffe-Khox>  Kontueky  40121 


TO :  Commanding  General 

USAAflMC 

ATM:  AHBAGT-T 
Ft  Knox,  Kentucky  40121 


In  accordance  vdth  your  letter,  13  February  1969,  Subject:  After 
Action  Report,  Exercise  REFORGER  I,  (RCS  ATOPS-368),  required  re¬ 
port  is  attached* 


1  Incl 
as 


ROBERT  R.  TURMAN 
CPT,  MSC 
Commanding 
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DEPARTMENT  OF  THE  ARMY 
HEADQUARTERS,  5TK  SURGICAL  HOSPITAL  OIA) 

PORT  KNOX,  KENTUCKY  40121 

AETZKB-L  3  March  1969 


TOPIC:  Preparation 

DISCUSSION :  On  16  September  1968,  the  5th  Surgical  Hospital  began 
an  intensive  unit  training  cycle  in  preparation  for  Exercise  REPORGER 
I.  This  eleven  week  training  period  was  fully  oriented  toward  a 
European  area  of  operations,  and  was  based  upon  USARSUR  training 
publications  as  implemented  by  CONARC  Regulation  350-6.  The  total 
training  program  was  conducted  under  the  supervision  of  the  Plans 
and  Training  Office,  Ireland  Army  Hospital  and  the  G3  Training 
Staff,  Headquarters,  US  Army  Armor  Center,  Fort  Knox,  Kentucky. 
Conducted  concurrently  with  the  unit  training  program  were  num¬ 
erous  pre-exercise  planning  conferences  at  the  Armor  Center  level. 

Die  Fort  Knox  RSFURGER  project  officer  and  the  unit  commander  at¬ 
tended  a  5th  US  Army  Exercise  REFORGER  I  Planning  Conference  held 
at  Fort  Riley,  Kansas,  31  October  -  1  November  1968.  On  9  December 
1968,  a  series  of  POR/PCM  "inspections11  were  initiated  to  insure 
that  the  personnel  and  equipment  of  the  5th  Surgical  Hospital  ware 
ready  fbr  deployment.  Deficiencies  noted  were  scheduled  for  re¬ 
inspection.  Approximately  eighty  five  per-cent  of  the  unit  requested 
leave  during  the  Christmas  holidays.  In  order  to  accommodate  as 
many  personnel  as  possible,*  two  two-week  holiday  leave  periods  (14-27 
December  and  28  Dec  -  10  Jan)  were  established  by  the  wit  commander. 
Make  up  training  and  pre-deployment  preparation  continued  throughout 
the  holiday  period  except  for  25  December  and  1  January.  During 
the  week  of  6  January  1969,  all  MEE  ms  crated  and  appropriately 
marked.  Unit  members  were  given  individual  clothing  and  packing 
lists,  issued  pre-marked  foot  lockers,  and  instructed  to  have  their 
personal  gear  ready  for  final  inspection  (  to  include  customs  inspec¬ 
tion)  two  days  prior  to  deployment.  Uppn  completion  of  the  final 
inspection,  footlockers  and  HER  crates  were  banded  and  placed  in 
locked  storage  to  await  movement  to  the  departure  airfield. 

LESSONS  LEARNED: 

(1 )  Due  to  a  high  turnover  of  personnel  (approximately  65£  - 
many  arriving  after  16  September  1968) f  a  significant  number  of 
“make-up"  instructional  periods  had  to  be  conducted. 

(2)  The  four  week  holiday  period  proved  to  be  less  effective 
than  anticipated.  The  amount  of  makeup  training  already  required 
increased  in  inverse  proportion  to  the  number  of  personnel  present 
fbr  duty.  The  preparation  for  deployment  decreased  in  direct  pro¬ 
portion  to  the  present  for  duty  strength. 

(3)  Use  of  the  POR/PCK  inspections  proved  to  be  a  highly 
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5th  Surgical  Hospital  (MA)  3  March  1969 
TOPIC:  Preparation 

effective  procedure  to  insure  individual  and  unit  readiness  for 
deployment. 


&S0aK2KDATIQK5: 

(T)  To  the  maodjnm  extent  possible,  personnel  assignments  and 
reassignments  should  be  accomplished  prior  to  the  beginning  date 
of  the  intensive  unit  training  cycle  vtoich  will  culminate  in  par¬ 
ticipation  in  a  liFOiCiSA  Jxercise. 

(2)  Observe  the  normal  two  week  holiday  leave  period.  Train¬ 
ing  and  pre-deployment  preparations  should  be  either  suspended  dur¬ 
ing  this  period,  or  geared  to  the  number  of  personnel  present  for 
duty. 
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DEPARTMENT  OP  THE  XeMX 
HEADQUARTER} ,  5TH  SURGICAL  HOSPITAL  (MA) 

PORT  KNOX,  KENTUCKY  40121 

AETZMB-L  3  March  1969 


TOPIC:  Deployment 

DISCUSSION :  The  advance-advance  party  (lOff ,  3EK)  departed  Fort 
Knox,  Kentucky  on  4  January  1969*  Upon  their  arrival  at  McGuire 
APB,  the  Air  Force  officer  in  charge  was  not  a  vara  of  their  sched¬ 
uled  departure  on  the  MAC  transport  aircraft,  and  in  fact,  informed 
them  that  all  seats  were  filled  and  that  they  would  have  to  fly 
commercial .  Several  hours  and  several  phone  calls  were  required 
to  establish  the  fact  that  these  four  personnel  were  to  join  the 
group  already  on  the  aircraft  when  it  stopped  at  McGuire  AFB  to 
re-fuel.  (Other  REFORGER  representatives  located  east  of  Missis¬ 
sippi  River  experienced  similar  difficulties  upon  their  arrival.) 

Cn  15  January  1969*  MEE  and  personal  baggage  of  the  advance  party 
were  transported  to  Standi  ford  field  for  loading  onto  pre-posi- 
tioned  pallets.  On  16  January,  advance  party  personnel  were  trans¬ 
ported  by  bus  to  Standiford  field  for  departure.  On  17  January, 
personal  baggage  of  the  Main  body  was  transported  to  Standiford 
field  for  loading  onto  pre-positioned  pallets.  On  19  January,  Main 
body  personnel  were  transported  by  bus  to  Standiford  field  for 
departure.  Both  advance  party  and  main  body  departed  on  schedule. 
Total  time  required  for  movement  from  Fort  Knox  to  the  arrival  air¬ 
fields  in  the  Federal  Republic  of  Germany  was  approximately  twelve 
hours.  Upon  arrival,  the  advance  party  was  transported  to  Ludvdgs- 
burg  to  prepare  for  convoy  movement  of  vehicles  and  equipment  to 
Grafenwohr.  The  main  body,  being  the  first  unit  to  arrive  at  the 
Nurenburg  Airfield,  participated  in  a  brief  welcoming  ceremony  and 
then  traveled  by  convoy  to  Grafenwohr. 

LESSONS  LEARNED : 

(1)  Except  for  the  initial  confusion  on  the  movement  of  the 
advance-advance  party,  the  deployment  phase  ves  well  planned  and 
well  executed. 

(2)  Palletizing  of  MEE  and  personal  baggage  at  least  twenty- 
four  hours  prior  to  departure  eliminated  the  possibility  of  delay 
due  to  preparation  of  cargo  for  loading  after  the  aircraft  arrived. 

RECaS'IEND^TIONS  : 

(l)  More  detailed  coordination  be  effected  for  all  REFORGER 
advance-advance  party  personnel  when  meeting  at  a  common  point  for 
departure.  An  Army  liaison  staff  meeting  the  incoming  parties  and 
"directing  traffic"  would  be  helpful. 


HI* 
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TOPIC:  Deployment 


(2)  Continue  the  present  system  of  sending  Air  Force  liaison 
official  to  departure  airfields  to  assist  in  all  phases  of  the  de¬ 
parture. 
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DEPARTMENT  OF  THE  AHflf 
HEADQUARTERS,  5TH  SURGICAL  HOSPITAL  (MA) 

FORT  KNOX,  KENTUCKY  40121 

AETZMB-L  3  March  1969 


TOPIC;  Drawing  Prepositioned  Equipment 

DISCUSSION :  The  USARSUR  Augmentation  Readiness  Group  (UARG)  pre- 
loaded  all  vehicles  and  trailers  with  non-medical  equipment  prior 
to  arrival  of  the  **<’  ice-advance  party.  Their  inventory  and  issue 
system  was  geared  tc  .tdlizatlon  of  a  fifteen  man  team  from  the 
KSFORGER  unit  to  inventory,  accept  and  move  the  equipment.  Medical 
equipment  and  supplies  were  stored  at  a  different  location.  The 
issue  system  was  basically  the  same;  however,  S&P  trucks  were  used 
for  transporting  the  equipment  to  Ludwigsburg.  With  the  assistance 
of  the  128th  Evacuation  Hospital  personnel  (a  host  unit  assigned 
by  the  7th  Medical  Brigade),  all  non-medical  equipment  was  inven¬ 
toried,  accepted  and  moved  by  convoy  to  Ludwigsburg  to  await  the 
arrival  of  the  advance  party.  The  OIC  of  the  advance-advance  party 
went  from  the  preposition  site  to  Grafenwohr  to  accept  buildings 
and  property  and  to  establish/confirm  supply  support  channels. 

TKSSnMB  raARNHh 

(1)  The  size  of  the  advance-advance  party  was  insufficient  to 
adequately  accomplish  the  inventory  and  withdrawal  of  equipment 
without  assistance. 

(2)  Consolidation  of  all  equipment  and  supplies  from  pre-posi¬ 
tioning  sites  to  one  location  prior  to  movement  to  the  exer  ise 
area  was  advantageous  for  purposes  of  separating  that  equipment 
not  required  for  the  exercise. 

HBCaiMSNDATIONSl 

(1 )  Size  of  advance-advance  party  be  increased  to  acccrancdate 
the  inventory  team  system  established  by  UARG  or  continue  use  of 
■host  unit"  concept  for  required  assistance. 

(2)  If  available,  assign  two  officers  to  advance-advancs 
party  with  one  responsible  for  the  withdrawal  of  the  equipment 
and  the  other  responsible  for  coordinating  facility  ana  supply 
requirements  in  exercise  area. 
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DEPARTMENT  OF  THE  ARMY 
HEADQUARTERS ,  5TH  SURGICAL  HOSPITAL  (Ka) 
FORT  KNOX,  KENTUCKY  A0121 


TOPIC :  Operational  Readiness  Staging 

DISCUSCIOH ;  Cn  22  January  1969,  the  unit  began  inspecting  and  pre¬ 
paring  equipment  for  utilization.  The  overall  condition  of  the 
equipment  withdraw  from  storage  was  good  to  excellent.  There 
appeared  to  be  no  damage  as  a  result  of  storage.  Vehicles  were 
generally  in  a  good  state  of  repair  and  only  two  2^  ton  trucks 
ware  deadlined  due  to  mechanical  failure.  Both  of  these  veliicles 
were  repaired  at  the  third  echelon  maintenance  level.  Some  out¬ 
standing  requisitions  had  not  been  filled;  however,  no  critical 
items  were  missing.  There  were  a  few  idnor  instances  of  mis-marked 
equipment  and  supplies.  Tentage  was  generally  in  poor  condition. 
Torn  places  were  found,  waterproofing  wa3  faulty,  and  much  of  the 
canvas  had  rotted  to  some  degree.  All  medical  equipment  was  in 
excellent  condition.  Ron-medical  mechanical  equipment  (generators, 
Herman  Kelson  heaters,  etc.,)  required  continued  maintenance  and 
several  minor  repairs  of  direct  exchange  type  items  were  required. 
During  this  phase,  a  prescribed  load  list  (PLL)  was  established. 

The  PLL  had  been  requested  by  lid  ARK  UR  during  the  earliest  planning 
period  while  the  unit  was  still  in  CONUS .  A  PLL  of  four  line  items 
had  been  pre-positioned  and  due  to  a  lack  of  "experience  factors", 
the  PLL  was  not  increased. 

LESSONS  LEQUaD  • 

HI  Processing  of  equipment  for  the  initial  storage  period 
proved  to  be  adequate  in  most  instances. 

(2)  Third  echelon  maintenance  support  was  outstanding,  con¬ 
sidering  the  density  of  vehicles  involved  in  the  exercise. 

(3)  Tentage  appeared  to  be  the  least  servicable  item  with¬ 
drawn  from  storage.  (Problems  could  be  anticipated  during  extended 
operations . ) 

(4)  Establishing  the  PLL  during  the  staging  phase  caused  some 
delays  in  repair. 

RSCailiSK  DATICKS : 

(TJ  Tentage  be  thoroughly  inspected  on  a  periodic  basis  and, 
vhen  discovered  to  be  non-servi cable,  repaired  or  replaced  with  new 
tentage . 

(2)  Based  on  the  "experience  factors"  gained  from  this  exer¬ 
cise,  establish  a  standard  prescribed  load  list  (PLu)  for  the  var¬ 
ious  types  of  participating  units. 
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D&PAKKdi?  OF  ULi  IY 
HBMXiUUffJaS,  5TH  SUrGICAL  HOSPITAL  QiA) 

FOilT  KNOX,  KENTUCKY  40121 

ASTXHB-L  3  March  196V 


TOPIC:  field  Training  Exercise  (FIX) 

UISClBalOlI :  The  5th  Surgical  Hospital  was  given  a  dual  mission  of 
providing  medical  support  for  actual  casualties  generated  by  the 
exercise  and  establishing  a  display  hospital  representative  of  the 
capability  of  a  surgical  hospital  in  field  conditions.  In  aacdtion, 
the  display  established  was  to  be  capable  of  becoming  operational  in 
minimum  time  if  so  required.  At  the  time  of  the  5th  Surgical  Hosp¬ 
itals*  arrival  in  USA  AS  UK,  it  was  not  entirely  clear  as  to  how  the 
medical  support  was  to  be  rendered.  In  particular,  the  relationship 
between  the  547th  General  Dispensary,  vtiose  fixed  facility  was  to 
be  utilized,  and  the  5th  Surgical  Hospital  vas  not  clear.  Augmen¬ 
tation  of  medical  personnel  to  the  dispensary  had  been  anticipated; 
however,  the  extent  that  medical  equipment  and  supply  support 
would  be  required  was  not  knovn.  Upon  arrived,  in  GrafenvJohr,  coor¬ 
dination  vas  «  iablished  with  t;.e  CO,  547th  General  Dispensary,  and 
personnel  support  was  effected.  The  possibility  of  medical  equip¬ 
ment  support  and  expendable  medical  supply  support  was  at  this  time 
made  known  to  the  CO,  5th  Surgical  Hospital.  After  thorough  evalu¬ 
ation,  action  was  initiated  to  establish  appropriate  support  chan¬ 
nels.  The  5th  Surgical  Hospital  wa s  directed  to  plan  for  and  be 
prepared  to  set  up  the  entire  hospital,  less  ward  tent3  except  one, 
at  the  site  of  the  Gr  a  fen  wo  hr  "Sports  Field".  All  planning  prior 
to  departure  from  Fort  Knox,  Kentucky,  had  been  toward  the  directed 
requirement.  Movement  of  all  tU&S  equipment  to  Qraienwohr  was 
planned  so  that  the  display  could  be  properly  established.  Three 
days  prior  to  departure  of  the  main  body,  a  letter  was  received 
from  the  OIC  of  the  advance-advance  party  indicating  that  changej 
had  been  made  in  the  proposed  display.  A  six  teat  display  was  the 
new  requirement,  and  all  excess  equipment,  bo  ah  medical  anu  non¬ 
medical,  was  to  remain  in  Ludvdgsburg.  The  equipment  brought  to 
Grafenwohr  proved  to  be  insufficient  for  an  adequate  display,  and 
the  change  to  the  size  of  the  display  later  was  discovered  to  be 
in  error.  In  addition,  the  site  of  the  display  vas  changeu  to 
avuid  damage  to  the  "Sports  field".  The  alternate  and  final  loca¬ 
tion  vas  not  adequate.  It  would  have  been  more  desirable  had 
numerous  restrictions  on  the  use  of  the  field  not  been  imposed  (i.e, 
trenching,  driving  vehicles  on  the  field,  etc..).  When  the  erron¬ 
eous  change  to  the  original  plan  was  corrected  ana  additional  equip¬ 
ment  was  transported  to  Grafonwohr,  a  display  hospital  was  established 
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that  was  representative  of  a  surreal  hospitals'  capability  and 
vhich  covered  the  possibility  of  conversion  to  a  working  facility 
if  required. 

(1 )  Changes  to  basic  planning  must  be  thoroughly  reviev«d 
and  coordinated  prior  to  action  being  taken. 

(2)  Personnel,  equipment,  end  supply  support  requirements 

to  fixed  facilities  should  all  be  pre-arranged  to  provide  a  more 
efficient  transition  upon  arrival  of  the  unit. 

(TJ  Authority  for  all  changes  to  basic  planning  be  retained 
in  command  channels. 

(2)  A  iLdFodiGak  "project  officer"  be  appointed  from  within 

IBAldUrt  medical  channels  to  coordinate  basic  plans  and  changes 
involving  the  medical  unit.  (The  project  officer  should 

be  appointed  during  the  earliest  planning  phase  and  all  AiFCiKkai 
units  so  notified.  From  this  point  thru  redeployment,  eppies  of 
all  communi cation s  should  be  submitted  to  the  project  officer  for 
information  and  necessary  coordination.) 

(3)  Direct  coordination  be  effected,  during  earliest  plan¬ 
ning  phase,  between  AdFCXah  units  and  fixed  facility  to  be  sup¬ 
ported. 
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DERndlMEUt  OF  ThE  .-afi-.Y 
HEaDQUAHlEitb ,  5'Hi  3lLiGIC.il  HOJFIiLiL  foA) 
FGAl  .LAuA,  rUG-.Y  40121 


A^i’3KB-L 


3  March  1  >69 


TC'.  IG:  Maintenance  3ta..a-Dovn 

DLjCLMSIUli :  On  4  February  1969,  the  display  hospital  was  taken  aou. 
and  equipment  was  prepared  for  storage.  One  tent,  general  purpose, 
large  was  utilized  as  a  maintenance  tent  and  one  tent,  general  pur¬ 
pose,  medium  was  utilized  to  provide  a  "warming  area"  for  personnel. 
Equipment  was  cleaned  anu  maintenance  performed  on  4  and  5  February. 
Vehicles  received  an  initial  inspection  on  5  February.  On  6  Febru¬ 
ary,  non-medical  equipment  was  packed  ana  crated  by  UAAG  represen¬ 
tatives  and  returned  to  the  unit  for  convoy  movement  to  the  pre¬ 
positioning  site,  Kenieal  equipment  was  transported  to  Ludwigsburg 
on  6  February  to  be  processed  for  storage  with  the  assistance  of 
the  12Cth  Evacuation  Hospital  personnel. 

(1)  Use  of  a  G?  large  tent  for  a  maintenance  area  proved  to 
be  inadequate  due  to  space  and  heading  problems. 

(2)  Establishment  of  the  UAAG  pre-positioning  processing* 
point  proved  to  be  highly  effective  and  saved  a  conaiderable  amount 
of  time  in  preparing  equipment  for  storage. 

(1)  If  available,  heated  temporary  buildings  or  warehouse 
space  be  provided  for  each  unit  as  a  maintenance  stand-down  area. 

(2)  Continue  present  system  of  assembly  line  processing  of 
equipment  as  operated  by  UAHG. 
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jJAPA  AiKaju  r  OF  Ki  u  1  .X 

5TK  blMxICAL  HCdFlTAL  (&-.) 

Fdr.T  AAuk,  Al.TliCAY  40121 

A1T2K3-L  3  Karen  1969 


TOFIC:  Turn-In  of  -repositioned  Equipment 

DISCIL3I0N:  The  convoy  vdth  non-medical  equipemnt  arrived  at  the 
pre-positioning  site  on  the  night  of  7  February  1969.  The  equip¬ 
ment  was  unloaded,  inventoried,  and  placed  in  storage  by  the  after¬ 
noon  of  8  February.  Vehicle  maintenance  was  initiated  and  on  the 
follovdng  Jaureuay  (13  February),  all  vehicles  were  accepted  for 
pre-positioning.  Several  personnel  (medical  KGS ’s)  were  then 
transported  to  Ludvdgsburg  to  assist  in  maintenance  and  processing 
of  medical  equipment.  By  16  February,  the  medical  equipment  had 
not  been  completely  processed  for  storage,  however,  tae  rear  de¬ 
tachment,  less  the  property  book  officer,  redeployed  to  Cu.US  as 
scheduled.  As  of  the  report  date,  the  property  book  officer  has 
not  yet  returned  from  Germany.  He  vdll  not  be  released  until  all 
medical  equipment  has  been  pre-positioned.  Just  vfoat  is  causing 
the  difficulties  in  the  turn-in  procedure  is  uruenovn .  From  past 
experience,  the  problem  area  was  anticipated  to  be  vdth  pre-posi¬ 
tioning  of  vehicles  and  non-medical  mechanical  equipment.  As  the 
medical  equipment  was  primarily  used  for  display  purposes,  it  is 
assumed  that  the  problems  that  have  been  encountered  are  in  the 
areqs  of  inventory  and  packing.  A  couplets  report  is  expected 
upon  the  return  of  the  property  book  officer. 

LelodOAS  L.-A  AN1D : 

U)  Processing  the  non-medical  equipment  for  pre-positioning 
at  the  exercise  area  saved  considerable  time  in  the  actual  t.um-in 
of  the  equipment  for  storage  at  the  pre-positioning  site. 

(2)  There  are  apparent  flaws  in  the  current  system  of  pro¬ 
cessing  medical  equipment  for  pre-positioning. 

HSCQ-KiajDATIOIS; 

(J5  Continue  present  system  of  processing  non-medical  equip¬ 
ment  for  pre-positioning  at  the  exercise  area. 

(2)  Review  present  system  of  processing  medical  equipment 
for  pre-positioning  and  establish  more  effective  procedures. 
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DsiRulTKfiiT  OF  THii 

Hi&DuUit&iEaS ,  5TH  5URGIOJ,  HGtSPI'iUL  (Ka) 

FORT  KNOX,  fafcTUa.Y  40121 

AtfZMB-L  3  March  1969 


IOFIC:  Redeployment 

DISC'JSOIQN :  On  8  February  1969,  the  main  body  was  transported  to 
Nurenberg  for  redeployment  to  CONUS.  As  in  the  deployment  phase, 
all  details  of  movement  ware  well  planned  and  coordinated.  The 
Mhh  and  footlockers  belonging  to  the  main  body  personnel  had  been 
transported  to  the  airfield  twenty  four  hours  prior  to  departure 
to  be  loaded  onto  pallets.  As  cold  weather  gear  and  sleeping  bags 
ware  required  up  to  the  day  of  departure,  duffle  bags  were  retained 
by  individuals  until  arrival  at  the  departure  briefing  and  inspection 
site,  Grafenwohr.  Die  duffle  bags  were  then  loaded  onto  trucks  for 
immediate  movement  to  the  departure  airfield*  Redeployment  of  the 
rear  detachment  was  on  16  February  and  was  essentially  the  same  pro¬ 
cedure  as  for  the  main  body.  Fort  Knox,  Kentucky,  transportation 
personnel  and  vehicles  met  the  arrival  of  both  groups  at  Standi  ford 
Field.  The  total  time  required  for  redeployment  of  both  groups  was 
appoximately  fifteen  hours  (excluding  a  three  hour  delay  due  to  air¬ 
craft  maintenance  problems  on  main  body  flight).  The  three  hour 
difference  from  the  deployment  phase  was  due  to  the  amount  of  lime 
scheduled  by  UoAAGn  for  out-processing. 

LaaSQNS  L&AkMlD : 

CH  The  redeployment  phase  was  well  planned  and  well  executed. 

(2)  Palletizing  of  MO&  and  personal  baggage  at  least  twenty 
four  hours  prior  to  departure  eliminated  the  possibility  of  delay 
due  to  preparation  of  cargo  for  loaning  after  the  aircraft  arrived. 

(3)  Out-processing  time  was  somevhat  lengthy  due  to  required 
inspections  of  ID  Cards,  dog  tags,  and  immunization  records. 

(1 )  Continue  present  system  of  pre-palletizing  and  person¬ 
al  baggage. 

(2)  Give  unit  commanders  responsibility  of  inspecting  ID  cards, 
dog  tags,  and  inmuni zation  records  prior  to  arrival  at  departure 
briefing  site. 
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AHBE-GC-OP  (31  Jan  69)  1st  Ind 

SUBJECT:  After  Action  Report,  Exercise  REFORGER  I  (RCS  ATOPS-368) 


HQ,  U.  S.  Army  Transportation  Center  and  Fort  Eustis,  Fort  Eustis,  Virginia 
23604 

20MAR1969 

TO:  Commanding  General,  First  United  States  Army,  ATTN:  AHABC-OO,  Fort 
George  G.  Meade,  Maryland  20755 

1.  Subject  report  prepared  by  the  participating  REFORGER  I  Unit  Commander 
is  attached  as  Inclosure  1. 


2.  Comments  of  this  headquarters  are  attached  as  Inclosure  2. 


FOR  THE  COMMANDER: 


2  Incl 
as 


/ 
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DEPARTMENT  OF  THE  ARMY 
100TR  TRANSPORTATION  COMPANY 
Fort  Eustis,  Virginia  23604 


10  March  1969 


TOPIC:  Preparation 

DISCUSSION ;  Preparation  for  participation  in  Exercise  REFORGER  I  began 
in  September  1968  with  unit  training  conducted  under  a  modified  ATP  55-11. 
This  training  included  an  FTX  during  November  1968  and  culminated  with  a 
successful  ATT  during  December  1968.  The  ATP  was  modified  to  include  man¬ 
datory  USAREUR  training  requirements.  Training  was  seriously  hampered  dur¬ 
ing  this  period  by  excessive  personnel  turbulence.  This  unit  is  authorized 
an  aggregate  total  of  160  personnel.  During  the  period  September  1968 
through  December  1968  the  unit  experienced  128  gains  in  personnel  and  106 
losses.  This  necessitated  repetitive  training  for  several  phases  of  man¬ 
datory  subjects  and  greatly  increased  the  work  load  on  unit  training  per¬ 
sonnel.  Pre-exercise  planning  included  one  conference  held  by  USARSTRIKE 
at  Fort  Riley,  Kansas;  two  conducted  by  Post  Headquarters;  two  by  Post 
Transportation  Office  and  three  by  HQ,  38th  Transportation  Battalion.  A 
unit  loading  plan  was  developed  for  the  movement  of  all  equipment  during 
November  1968.  All  MEE  was  packed  and  appropriately  marked  during  the  week 
of  23  December  1968.  A  sequence  of  events  check  list  was  developed  for 
the  actions  to  be  accomplished  from  IH-30  until  deployment.  Individual 
clothing  and  equipment  lists  were  developed  and  disseminated.  Items  to  be 
hand  carried  or  worn  on  personnel  were  identified  as  well  as  those  items 
to  be  carried  in  the  duffle  bags  (this  unit  deployed  with  two  duffle  bags 
rather  than  one  duffle  bag  and  one  foot  locker).  Arrangements  were  made 
for  an  Advance  Party  to  accompany  the  initial  party  of  the  24th  Infantry 
Division  on  5  January  1969.  Upon  completion  of  the  ATT,  all  vehicles  an., 
equipment  not  deploying  with  the  unit  were  prepared  for  administrative 
storage.  They  were  to  be  considered  nonoperational  for  commitment  purpose 
during  this  period.  A  complicating  factor  occurred  in  that  during  this 
period  the  unit  was  also  called  on  to  turn  in  to  CSO  approximately  20  ve¬ 
hicles  and  to  draw  replacement  vehicles.  This  procedure  was  further  com¬ 
plicated  due  to  the  holiday  season  for  the  remainder  of  the  Post  falling 
simultaneously.  The  holiday  season  terminated  6  January  1969  and  the  unit 
deployed  two  days  later,  8  January  1969.  That  which  could  not  be  physi¬ 
cally  accomplished  due  to  the  time  factor  was  prepared,  to  include  all  nec¬ 
essary  paper  work,  and  left  for  the  company's  rear  detachment  to  complete. 
Additionally,  the  unit  was  instructed  to  expect  a  First  US  Army  CMMI  re¬ 
inspection  prior  to  21  December  1968.  This  failed  to  materialize  until 
20  January  1969.  The  unit's  equipment  received  a  satisfactory  rating. 
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LESSONS  LEARNED: 

(1)  All  unit  and  individual  training  was  completed  despite  intense 
personnel  turbulence.  However,  training  was  conducted  up  until  one  day 
prior  to  deployment.  They  included  several  night  classes  and  an  immense 
work  load  on  the  company's  training  personnel  and  leadership  echelons. 

(2)  Personnel  turbulence  made  it  difficult  for  those  personnel  assigned 
just  prior  to  deployment  to  complete  the  necessary  training  and  adequately 
prepare  their  personal  affairs  for  the  movement. 

(3)  Two  duffle  bags  per  individual  proved  adequate  for  the  exercise 
and  decreased  handling  problems. 

RECOMMENDATION  S ; 

(1)  Personnel  assignments  and  reassignments  should  be  stabilized  at 
least  90  days  prior  to  deployment. 

(2)  That  a  ten  percent  (10%)  excess  be  authorized  and  trained  within 
the  unit  to  insure  personnel  requirements  are  adequately  fulfilled. 

(3)  That  DA  levy  action  be  cut  off  90  days  prior  to  participation  in 
future  exercises. 

(4)  That  parent  units  performing  like  missions  maintain  a  reserve 
pool  of  personnel  trained  to  meet  USAREUR  requirements  at  all  times.  These 
personnel  should  be  identified  and  attend  all  mandatory  training  with  the 
REFORGER  unit. 
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DEPARTMENT  OF  THE  ARMY 
100TH  TRANSPORTATION  COMPANY 
Fort  Eustis,  Virginia  23604 


10  March  1969 


TOPIC;  Deployment 

DISCUSSION:  All  preparations  and  documentation  for  deployment  was  completed 
during  December  1968.  Cargo  manifests  remained  stable  throughout.  However, 
the  passenger  manifest  required  continuous  updating  due  to  personnel  turbu¬ 
lence.  The  company  was  divided  into  two  MAC  flights.  The  first  consisted 
of  94  troops  and  yellow  disk,  TAT  weighing  approximately  400  pounds.  The 
second  flight  consisted  of  63  troops  and  the  unit's  MEE  of  approximately  2.5 
S/T.  The  flight  with  the  MEE  aboard  did  not  have  a  comfort  pallet.  Both 
flights  departed  Langley  AFB,  Virginia,  on  8  January  1969  with  no  problems 
encountered.  The  Advance  Party  was  scheduled  to  deploy  on  5  January  1969 
from  McGuire  AFB.  A  slight  problem  occurred  here  as  the  Air  Force  did  not 
have  these  personnel  included  in  their  flight  manifest.  This  was  handled 
telephonically  with  the  First  US  Army  and  the  unit's  Advance  Party  departed 
McGuire  at  052050  January  1969. 

Both  MAC  flights  were  routed  to  RAF  Mildenhall,  England  due  to  weather  con¬ 
ditions  at  Rhein/Main  AFB.  USAEUCOM  Control  Center  was  informed  of  the  de¬ 
lay  and  our  present  location  via  telephone  conversation  with  the  CO,  100th 
Trans  Co.  After  a  delay  of  approximately  ten  hours  both  flights  continued 
on  to  Rhein/Main  AFB  and  all  personnel  and  equipment  were  convoyed  in  2^-ton 
tactical  vehicles  to  Mannheim,  Germany.  The  unit  closed  into  Mannheim  at 
100030Z  January  1969.  Billets  had  been  arranged  by  the  host  unit,  the  181st 
Trans  Bn.  All  personnel  were  billeted  by  100100Z  January  1969.  The  host 
unit  had  prepared  bunks  and  had  them  made  up  for  all  personnel  when  the  unit 
arrived.  This  was  a  definite  morale  factor  as  most  personnel  were  weary 
following  the  flight.  Box  lunches  were  furnished  to  each  individual  by 
UARG  for  the  convoy  to  Mannheim. 

LESSONS  LEARNED: 

(1)  Passenger  Manifests  prepared  in  advance  are  subject  to  continuous 
updating. 

(2)  An  orderly  deployment  is  definitely  feasible.  According  to  Air 
Force  officials,  even  under  weather  conditions  as  they  existed,  MAC  could 
have  landed  at  Rhein/Main  under  emergency  conditions. 
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RECOMMENDATIONS: 

(1)  Passenger  manifests  should  be  completed  as  far  in  advance  as 
possible  even  though  they  may  change. 

(2)  The  passenger  load  and  MEE  should  be  distributed  evenly  through¬ 
out  both  flights  in  order  to  enable  a  comfort  pallet  to  be  available  to 
all  troops. 


(3)  The  actions  of  UARG  and  the  host  unit  regarding  box  lunches  and 
billets  should  be  maintained  as  part  of  the  regular  procedures  for  future 
REFORGER  exercises. 


JULIAN 
CPT,  TC 
Commanding 


JOHNSON 
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DEPARTMENT  OF  THE  ARMY 
100TH  TRANSPORTATION  COMPANY 
Fort  Eustis,  Virginia  23604 


LO  March  1969 


TOPIC:  Drawing  Prepositioned  Equipment 

DISCUSSION :  An  inventory  of  all  equipment  was  made  by  the  Advance  Party 
from  061700Z  January  1969  through  070100Z  January  1969.  Every  set  and 
component  was  not  completely  inspected  as  the  plan  formulated  by  UARG 
called  for  these  to  be  inventoried  within  72  hours  after  closing  into  the 
field  locations.  At  this  time  a  joint  inventory  with  the  UARG  Liaison 
representative  would  be  made  and  shortages  listed  and  submitted  to  UARG 
Forward.  By  the  morning  of  10  January  1969  UARG  personnel  had  the  unit's 
vehicles  formed  into  three  lines  for  departure.  After  a  briefing  on  the 
route  to  Grafenwoehr,  all  vehicles  were  checked  by  the  operators  and  DA 
Form  2404  completed.  Deficiencies  noted  consisted  of  flat  tires,  burned 
out  headlights  or  inoperative  trailer  lights.  Only  one  vehicle,  an  M-52 
5-ton  tractor  had  to  be  replaced.  The  transfer  was  inoperative  on  this 
vehicle  and  it  could  not  be  replaced  prior  to  the  unit’s  departure  time. 
The  company  was  originally  scheduled  to  depart  at  0500  hours,  13  January 
1969.  This  was  rescheduled  for  0548  hours,  11  January  1969.  This  al¬ 
lowed  approximately  twenty-eight  hours  for  operators  checks  and  loading 
of  MEE.  More  time  scheduled  should  have  been  allowed  in  light  of  the 
necessary  adjustment  of  Central  European  Time  from  Eastern  Standard  Time. 
The  PLL  did  not  match  that  submitted  by  the  unit,  PLL  records  were  not 
included  with  the  packet  issued. 

LESSONS  LEARNED: 

(1)  The  equipment's  over&ll . condition  exceeded  expectations. 

(2)  UARG  had  all  vehicles  and  equipment  ready  for  issue  to  the 
Advance  Party. 

(3)  The  amount  of  time  allowed  the  Advance  Party  to  sign  for  the 
unit's  equipment,  approximately  three  days,  proved  sufficient. 

RECOMMENDATIONS : 

(1)  At  least  three  days  should  be  allowed  to  perform  operators 
maintenance  checks  prior  to  departure  from  UARG.  This  period  would  also 
allow  personnel  to  adjust  to  the  different  time  schedule. 
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(2)  For  wheel  vehicle  units,  Advance  Party  departure  can  be  limited 
to  three  or  four  days  prior  to  the  main  body  if  only  an  inventory  of 
equipment  is  expected. 


(3)  An  effort  should  be  made  to  have  the  unit's  PLL  as  submitted  on 
hand  for  issue.  The  records  required  for  maintaining  a  PLL  should  be 
included  with  the  repair  parts. 


'JULIAN  IT.  JOHNSON 
CPT,  TC 
Commanding 
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DEPARTMENT  OF  THE  ARMY 
100TH  TRANSPORTATION  COMPANY 
Fort  Eustis,  Virginia  23604 


10  March  1969 


TOPIC:  Operational  Readiness  Staging 

DISCUSSION:  The  unit  departed  Spinelli  Barracks,  Mannheim  for  Grafenwoehr 
at  0548,  11  January  1969.  All  drivers  had  been  thoroughly  briefed  on 
routes  to  be  followed,  emergency  procedures  and  maintenance  operations  to 
be  performed  enroute.  Preplanning  by  UARG  was  evident  as  much  had  been 
accomplished  to  make  the  Autobahn  as  safe  as  possible  for  REFORGER  units. 
Routes  were  marked  with  REFORGER  directional  signs  from  the  Start  Point 
to  the  Release  Point.  Tie  only  improvement  in  the  signs  would  be  to  make 
them  luminous  for  easier  detection  during  periods  of  reduced  visibility 
and  darkness.  Three  Convoy  Control  Centers  were  established  on  the  route 
to  furnish  maintenance  support,  recovery  facilities,  medical  and  military 
police  support.  Radio  frequencies  were  disseminated  to  each  march  unit 
commander  in  the  event  emergency  contact  with  the  CCC's  was  required.  The 
maintenance  support  was  exceptionally  efficient.  The  company  experienced 
eleven  vehicle  failures  enroute.  All  of  these  vehicles  were  repaired  and 
joined  the  unit  within  twenty-four  hours.  The  last  march  unit  closed  into 
Grafenwoehr  at  1930  hours,  11  January  1969.  The  company  was  billeted  at 
Camp  Cheb,  Grafenwoehr  in  GP  Medium  tents  with  other  units  of  the  Third 
Support  Brigade.  Logistical  support  was  furnished  by  Task  Force  Gypsy, 
a  provisional  unit  formed  by  the  brigade.  0PC0N  passed  to  the  3rd  Support 
Brigade  upon  closure.  The  company  erected  two  Maintenance  Tent  Frames 
for  organizational  maintenance.  The  period  12  January  through  15  January 
was  spent  maintaining  the  vehicles  and  making  the  necessary  preparations 
to  insure  operational  readiness.  Most  sets  and  components  were  inventoried 
and  shortage  lists  submitted  to  the  UARG  Liaison  NCO.  Due  to  the  facili¬ 
ties  available,  it  was  not  necessary  to  unpack  all  of  the  TOE  equipment. 
Those  items  that  were  not  opened  were  accepted  at  the  preposition  site 
without  being  rechecked.  The  company's  maintenance  section  went  into  op¬ 
eration  and  insured  that  all  vehicles  were  operational.  On  13  January 
1969,  the  company  received  a  warning  order  to  prepare  for  displacement 
to  Numberg  lo  move  the  Main  Body  from  the  airport  to  the  east  train 
station.  The  unit  was  to  depart  for  Numberg  on  16  January  1969.  A  liai¬ 
son  visit  to  the  USARGE  Center  and  the  North  Bavarian  Support  District 
was  conducted  on  13  and  14  January.  Convoy  clearances  were  obtained  from 
TMO  Numberg.  All  administrative  details  were  finalized  with  the  tenant 
unit,  1st  Battalion,  94th  Artillery. 

LESSONS  LEARNED: 

(1)  Extremely  rapid  deployment  from  the  prepositioning  sites  is 
possible. 
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(2)  The  Convoy  Control  Centers  furnished  exceptional  maintenance 
support  along  the  convoy  routes. 

(3)  Effective  maintenance  can  be  accomplished  under  extremely  adverse 
weather  conditions  in  the  Maintenance  Tent  Frame  (an  average  of  eight 
inches  of  snow  was  on  the  ground  during  the  operational  readiness  phase). 

RECOMMENDATIONS; 

(1)  The  Convoy  Control  Centers  should  be  utilized  in  future  REFORGER 
exercises. 

(2)  Equipment  which  is  not  required  to  accomplish  the  mission  should 
remain  crated  and  preserved  throughout  the  exercise. 


(3)  REFORGER  Directional  Signs  should  be  luminous  for  easier  detec¬ 
tion  during  hours  of  darkness  or  reduced  visibility. 


JULIAN  R;  JOHNSON 
CPT,  TC 
Commanding 
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DEPARTMENT  OF  THE  ARMY 
100TH  TRANSPORTATION  COMPANY 
Fort  Eustis,  Virginia  23604 

10  March  1969 


TOPIC:  Field  Training  Exercise 

DISCUSSION:  On  16  January  1969  the  main  portion  of  the  company  departed  for 
Nurnberg.  The  planning  for  the  Main  Body's  arrival  called  for  36  each  2%-ton 
cargo  vehicles  and  10  each  5-ton  tractors  with  12 -ton  stake  and  platform 
trailers.  An  additional  nine  2%-ton  cargo  task  vehicles  were  taken  as  back¬ 
up.  One  hundred  twenty-seven  men  participated  in  the  operation.  The  com¬ 
pany  closed  into  William  0  Darby  Barracks,  Nurnberg  at  1030  hours,  16  Janu¬ 
ary.  On  the  17th  and  18th  of  January,  the  company  made  practice  runs  from 
the  airport  to  the  train  station.  Additional  coordination  was  effected  with 
USARGE  to  insure  accomplishment  of  the  mission.  The  vehicles  were  parked 
at  the  airport  and  left  until  20  January.  Several  coordinating  conferences 
were  held  with  LTC  Carey,  OIC  UARGE.  Plans  called  for  one  plane  every 
thirty  minutes.  Due  to  a  three  hour  break  in  arrival  time,  the  first  air¬ 
craft  was  to  be  taken  directly  to  Grafenwoehr  by  the  342d  Trans  Co.  All 
other  missions  were  handled  by  this  unit.  The  first  aircraft  landed  at  0903 
hours  and  was  loaded  out  to  Grafenwoehr  by  the  342d  Trans  Co.  The  next  air¬ 
craft  landed  at  1230  hours  and  was  convoyed  to  the  train  station.  During 
the  approximate  thirty-two  hours  of  the  operation,  5,122  troops  were  con¬ 
voyed  to  the  train  station.  An  additional  332.5  S/T  of  personal  baggage  was 
moved  over  the  same  route.  More  than  74  S/T  of  MEE  was  moved  by  S&P  from 
Nurnberg  directly  to  Grafenwoehr.  During  this  operation  several  aircraft 
were  rescheduled  due  to  weather  conditions.  As  a  result,  from  1105  hours 
to  1243  hours  on  21  January  1969,  ten  aircraft  landed  at  Nurnberg.  This 
totaled  approximately  950  troops  and  their  baggage  to  be  processed  in  an 
extremely  short  time  period.  This  was  accomplished  with  a  minimum  of  delay 
by  reducing  the  convoy  from  seven  to  five  vehicles  thereby  allowing  an 
extra  convoy  to  work  the  route.  This  did  not  cause  excessive  overcrowding 
as  the  average  truck  load  was  only  19  personnel.  All  transitions  went 
smoothly  with  no  time  lost  in  the  change.  The  last  convoy  departed  the 
airfield  at  1935  hours  on  21  January  1969. 

On  22  January  1969  the  company  was  split.  One  platoon  of  twenty  2^-ton 
cargo  vehicles  and  six  5 -ton  tractors  with  S&P  were  dispatched  to  Augsburg 
to  support  the  3rd  Brigade,  24th  Infantry  Division  (Orange  Forces).  The 
remainder  returned  to  Grafenwoehr  to  furnish  general  support  to  the  Blue 
Forces.  The  third  platoon  departed  for  Augsburg  at  1430  hours.  The  re¬ 
mainder  departed  for  Grafenwoehr  at  1545  hours,  22  January  1969. 
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During  the  period  of  the  FTX,  the  third  platoon  compiled  a  total  of  43,608 
miles  and  transported  257  S/T  of  supplies  and  equipment.  They  operated  out 
of  Hohenfels  training  area  during  most  of  this  time.  The  remainder  of  the 
company  was  in  a  general  support  role  and  averaged  only  four  dispatches  per 
day.  Vehicle  availability  averaged  95%  during  this  period.  The  342d  Trans 
Co  was  in  a  similar  situation  but  did  not  have  a  platoon  detached.  The 
percent  of  vehicle  utilization  during  this  period  was  extremely  low  for 
both  the  100th  and  the  342d  Trans  Companies.  The  FTX  terminated  on  4  Feb¬ 
ruary  1969.  Due  to  adverse  weather,  the  third  platoon  did  not  close  into 
Grafenwoehr  until  1500  hours,  10  February  1969.  On  29  January  1969,  a 
conference  was  conducted  by  the  CO,  USARG  Forward,  on  repositioning  pro¬ 
cedures  for  nondivisional  units.  This  unit's  departure  date  from  Grafen¬ 
woehr  was  moved  up  to  12  February  from  25  February. 


LESSONS  LEARNED: 


(1)  It  is  feasible  to  plan  on  utilizing  a  REFORGER  transportation  unit 
to  move  the  Main  Body  of  REFORGER  personnel  with  minimum  lead  time.  Equip¬ 
ment  and  personnel  are  capable  of  performing  the  mission. 

(2)  Backup  transportation  may  be  required  in  the  event  weather  forces 
a  stack  up  of  aircraft.  However,  at  one  period  a  flight  landed  on  the 
average  of  every  9.8  minutes  and  was  cleared  in  acceptable  time. 

(3)  For  an  exercise  of  this  duration,  transportation  assets  were  in 
excess  of  requirements.  This  would  probably  change  during  sustained  combat 
support  operations. 

(4)  The  exercise  familiarized  most  personnel  with  USAREUR  operating 
procedures  and  conditions. 

RECOMMENDATIONS : 


(1)  REFORGER  transportation  units  should  be  utilized  in  support  of 
future  REFORGER  exercises.  This  would  enable  the  transportation  units  to 
remain  technically  and  tactically  proficient  for  their  USAREUR  mission. 


(2)  Transportation  assets  should  be  fully  utilized  during  the  next 
REFORGER  exercise  in  order  to  conduct  a  thorough  test  of  the  equipment. 


JULIAN  R*  JOHNSON 
CPT,  TC 
Commanding 
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DEPARTMENT  OF  THE  ARMY 
100TH  TRANSPORTATION  COMPANY 
Fort  Eustis,  Virginia  23604 

10  March  1969 


TOPIC:  Maintenance  Stand -down 

DISCUSSION:  The  maintenance  stand-down  was  conducted  during  4  February 
through  11  February.  On  4  February  a  maintenance  team  from  UARG  con¬ 
ducted  the  initial  TI  on  vehicles  and  equipment  available  at  that  time. 
Those  deficiencies  or  shortcomings  found  were  corrected  immediately.  The 
remainder  of  the  company's  equipment  was  inspected  at  0800  hours,  11  Feb¬ 
ruary,  after  the  closure  of  the  third  platoon  from  Augsburg.  Organiza¬ 
tional  mechanics  and  drivers  corrected  these  faults  as  they  were  noted  to 
insure  that  all  vehicles  would  be  operational  for  the  unit's  displacement 
the  following  morning  at  0500  hours.  During  the  later  stages  of  the  FTX 
and  until  the  unit  left  for  Mannheim,  approximately  200  parts  were  re¬ 
placed.  General  Support  Maintenance  was  furnished  by  Co  D,  1st  Maint  Bn, 
a  REFORGER  unit.  The  quality  of  support  was  excellent.  On  5  February 
from  1800  hours  to  2200  hours,  all  TOE  equipment  and  0VM  was  preserved 
and  packed  by  UARG.  This  was  accomplished  rapidly  due  to  accurate  inven¬ 
tory  conducted  by  the  unit.  All  equipment  was  cleaned  and  prepared  for 
crating  by  the  company.  During  this  period  a  few  vehicles  required  Re¬ 
ports  of  Survey.  The  task  of  completing  most  of  the  paperwork  was  easily 
performed.  However,  excessive  delays  were  encountered  due  to  the  delay 
in  not  having  a  centralized  Report  of  Survey  operation  for  nondivisional 
units  at  Grafenwoehr.  Orders  appointing  the  surveying  officer  had  to  be 
published  in  Stuttgart  and  mailed  to  Grafenwoehr.  This  developed  into 
the  major  administrative  problem  at  Grafenwoehr.  Until  the  surveying 
officer  released  the  vehicles,  no  repairs  could  be  made.  Ihis  caused 
three  vehicles  to  be  left  in  support  maintenance  when  the  unit  departed 
for  the  Mannheim  prepositioning  site.  The  unit  departed  Grafenwoehr  at 
0500  hours,  12  February  1969.  As  the  company  cleared  the  Start  Point,  a 
heavy  snow  was  falling.  The  weather  remained  generally  bad  all  the  way 
to  Mannheijn.  The  company  lost  four  vehicles  enroute  to  Mannheim.  Three 
were  due  to  maintenance  problems  above  organizational  level  and  one  due 
to  a  traffic  accident  attributable  to  road  conditions.  Convoy  Control 
Centers  were  established  along  the  route  in  the  same  manner  as  those  for 
the  convoy  to  Grafenwoehr.  Again,  maintenance,  medical  and  military  po¬ 
lice  support  were  made  available.  In  addition,  each  CCC  had  hot  coffee 
and  soup  available.  The  return  route  was  marked  in  the  same  manner  and 
driver  information  packets  with  the  route  description  and  emergency  pro¬ 
cedures  were  furnished  to  each  driver.  The  company  closed  into  Turley 
Barracks,  Mannheim,  at  1910  hours. 
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LESSONS  LEARNED: 

(1)  Administrative  procedures,  especially  in  regard  to  Report  of  Survey, 
need  refinement  for  nondivisional  units. 

(2)  Accurate  inventories  and  correct  property  accountability  procedures 
contributed  greatly  to  the  ease  of  acceptance  of  TOE  equipment  and  OVM  by 
UARG. 

RECOM1ENDATION : 

(1)  A  central  appointing  authority  should  be  established  in  the  major 
training  areas  to  handle  such  administrative  details  as  appointing  survey¬ 
ing  officers  and  administering  military  justice. 

(2)  The  initial  technical  inspections  should  be  continued  in  future 
exercises  as  an  aid  to  unit  maintenance  sections. 

(3)  Accurate  and  complete  inventories  should  be  compiled  prior  to 
taking  equipment  to  the  UARG  packing  and  crating  unit  for  processing.  This 
greatly  reduces  the  time  required  for  processing. 
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DEPARTMENT  OF  THE  ARMY 
100TH  TRANSPORTATION  COMPANY 
Fort  Eustis,  Virginia  23604 


10  March  1969 

TOPIC:  Turn-in  of  Prepositional  Equipment 

DISCUSSION:  The  company  received  an  initial  technical  inspection  from 
USARGE/UARG  at  0800  hours  on  13  February  1969.  Established  procedures 
included  the  initial  TI,  steam  cleaning,  final  TI  and  acceptance.  Gen¬ 
eral  Support  Maintenance  was  furnished  by  the  88th  Heavy  Equipment  Main¬ 
tenance  Company,  8th  Maintenance  Battalion.  Following  the  initial  TI, 
vehicles  were  moved  to  maintenance  bays  furnished  by  the  181st  Trans¬ 
portation  Battalion.  At  this  time  all  faults  were  corrected  by  either  the 
operator,  organisation  maintenance  personnel  or  mechanics  from  the  88th 
Heavy  Equipment  Maintenance  Company,  or  a  combination  of  all  three.  The 
vehicles  were  then  driven  to  Taylor  Barracks  for  steam  cleaning.  A  team 
from  the  company  processed  all  vehicles  through  this  operation.  Steam 
cleaning  was  necessary  due  to  the  extremely  cold  weather  experienced  at 
the  time.  Due  to  limited  facilities,  the  steam  cleaning  operation  was 
the  most  time  consuming  step  in  the  turn-in  process.  Following  the  steam 
cleaning,  the  vehicles  were  returned  to  Turley  Barracks  for  final  inspec¬ 
tion.  It  is  noteworthy  that  only  one  vehicle  was  turned  down  at  this 
inspection.  The  rest  were  accepted  and  driven  to  Spinel li  Barracks  for 
return  to  the  preposition  site.  All  vehicles  were  turned  in  by  1520  hours, 
20  February  1969.  A  total  of  480  parts,  from  a  light  bulb  to  an  engine, 
were  replaced  at  Turley  Barracks.  Many  of  these  consisted  of  windshield 
wiper  blades  and  arms.  It  is  felt  that  all  vehicles  repositioned  are  in 
combat  serviceable  condition  and  are  capable  of  performing  their  mission 
in  future  exercises  or  contingencies. 

All  engineer  and  nonmechanical  equipment  was  returned  tc  storage.  Thir; 
equipment  was  turned  in  by  1530  hours,  16  February  1969. 

The  Property  Book  Officers  from  this  unit  and  the  PB0  from  UARG  spent 
several  days  conducting  a  joint  inventory.  Incomplete  maintenance  action 
on  vehicles  due  to  delayed  Reports  of  Survey  were  the  primary  obstacle. 

All  other  property  was  accounted  for  and  on  2  March  1969  our  PB0  was 
given  verbal  clearance  by  CW2  Dardif,  S-4,  UARG.  Hiere  appears  to  be  a 
problem  as  yet  unresolved  which  may  require  the  unit's  PB0  to  return  to 
USAREUR.  This  could  have  been  prevented  had  an  efficient  Report  of  Survey 
procedure  been  established.  The  unit  departed  USAREUR  on  3  March  1969. 
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LESSONS  LEARNED: 

(1)  An  effective  and  standard  procedure  needs  to  be  established  in 
regard  to  tura-in  of  equipment  pending  completion  of  Reports  of  Survey. 

(2)  Adequate  maintenance  facilities  were  made  available  to  the  unit 
for  preparing  equipment  and  vehicles  for  prepositioning. 

(3)  Steam  cleaning  vehicles  developed  into  the  most  time  consuming 
action  due  to  limited  facilities. 

RECOMMENDATIONS : 

(1)  A  standard  operating  procedure  for  turn-in  of  vehicles  pending 
Report  of  Survey  action  should  be  established  for  nondivisional  units. 

(2)  Positive,  written  clearance  must  be  obtained  by  unit  PBO's  to 
preclude  possible  returns  to  USAREUR  to  clarify  property  accountability. 


JULIAN  R{  JOHNSON 
CPT,  TC 
Commanding 
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DEPARTMENT  OF  THE  ARMY 

U.  S.  ARMY  TRANSPORTATION  CENTER  AND  FORT  EUSTIS 
Fort  Eustis,  Virginia  23604 


20  March  1969 


TOPIC:  Predeployment  Preparations 

DISCUSSION :  Personnel  turbulence  within  the  100th  Transportation  Com¬ 
pany  immediately  prior  to  deployment  was  created  by  overseas  levies 
imposed  by  Department  of  the  Army  and  replacement  of  personnel  unquali¬ 
fied  to  deploy  with  the  unit.  Turbulence  is  not  considered  to  have  been 
any  more  severe  than  in  other  units  with  deployment  missions. 

RECOMMENDATIONS : 

(1)  REFORGER  units  be  considered  no  different  than  other  units  of 
equivalent  REDCAPE  with  the  exception  that  all  assigned  personnel  have 
at  least  90  days  remaining  to  ETS. 

(2)  Replacement  of  personnel  upon  receipt  of  overseas  levy  or  90 
days  prior  to  ETS  should  be  a  continuing  policy. 

(3)  One  week  prior  to  deployment  REFORGER  units  be  exempt  from 
DA  levies. 
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DEPARTMENT  OF  THE  ARMY 
100TH  TRANSPORTATION  COMPANY 
Fort  Eustis,  Virginia  23604 


10  March  1969 


TOPIC ;  Redeployment 

DISCUSSION:  Preparations  for  redeployment  were  initiated  at  Grafenwoehr 
on  8  February  1969.  Most  MEE  was  packed  in  conex  inserts  and  ready  to 
be  banded  by  9  February.  The  actual  banding  was  accomplished  at  Turley 
Barracks,  Mannheim  on  25  February.  Two  outprocessing  conferences  were  held 
with  UARG  personnel  at  Spinelli  Barracks.  The  initial  conference  was  con¬ 
ducted  on  24  February  during  which  MAC  mission  numbers  and  passenger  lists 
were  furnished  to  the  unit  by  USARGE.  Both  the  passenger  manifest  and 
cargo  manifest  were  submitted  to  USARGE  on  26  February.  Copies  were  re¬ 
turned  to  the  unit  on  1  March  1969.  Coordination  for  transportation  to 
Rhein/Main  AFB  was  effected  at  this  conference  as  well  as  a  pick  up  time 
for  the  unit's  MEE.  The  final  outprocessing  conference  was  conducted  on 
1  March.  This  brief  conference  consisted  essentially  of  verifying  previous 
information.  The  company  departed  Mannheim  at  030430Z  Mar  for  Rhein/Main. 
The  unit  redeployed  in  two  flights,  the  first  departed  Rhein/Main  AFB  at 
030725Z  March  1969  with  94  personnel  and  approximately  300  pounds  of 
yellow  Disk  TAT.  The  second  flight  departed  at  approximately  031200Z 
March.  Slight  maintenance  problems  caused  the  first  flight  to  be  delayed 
for  approximately  two  hours  longer  than  scheduled  at  McGuire  AFB.  The 
S-3  of  the  38th  Transportation  Battalion  was  notified  of  this  development 
via  AUT0V0N  at  1910Z  3  March.  At  2015Z  the  first  flight  departed  McGuire 
and  landed  at  Langley  AFB,  Virginia  at  2100Z  3  March  and  closed  at  Fort 
Eustis  at  0045Z,  4  March  1969.  No  significant  problems  were  encountered 
by  either  flight. 

LESSONS  LEARNED: 

(1)  MAC  flow  charts  are  disseminated  in  ample  time  to  allow  units 
to  prepare  necessary  documentation  for  redeployment. 

(2)  The  redeployment  functioned  smoothly  in  every  respect. 
RECOMMENDATIONS: 


(1)  Units  should  prepare  MEE  for  redeployment  at  the  earliest  possi¬ 
ble  time  consistent  with  their  assigned  mission. 

(2)  Future  REFORGER  exercises  should  incorporate  most  of  those  re¬ 
deployment  procedures  utilized  in  REFORGER  I. 
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/"JULIAN  R.  JOHNSON 
CPT,  TC 
Commanding 
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DEPARTMENT  OF  THE  ARMY 

U.  S.  ARMY  TRANSPORTATION  CENTER  AND  FORT  EUSTIS 
Fort  Eustis,  Virginia  23604 

20  March  1969 


TOPIC:  Security  Classification 

DISCUSSION :  Documents  published  by  the  Military  Airlift  Command  bearing 
the  protective  marking  of  FOR  OFFICIAL  USE  ONLY  contained  information 
classified  CONFIDENTIAL  or  higher  in  USAREUR  and  COMZ  documents.  Person¬ 
nel  of  the  unit  were  prevented  from  informing  dependents  of  the  exercise 
until  6  December  1968  (the  date  of  the  public  announcement).  This  did 
not  provide  sufficient  time  for  arrangement  of  appropriate  domestic  af¬ 
fairs.  MAC  OPLAN  927,  Redeployment  Schedule,  was  initially  classified 
CONFIDENTIAL  and  subsequently  changed  to  FOR  OFFICIAL  USE  ONLY  making  it 
impossible  to  inform  dependents  of  arrival  of  sponsors  at  arrival  air¬ 
field. 

RECOMMENDATIONS: 

(1)  A  Joint  agreement  between  participating  services  as  to  the 
classification  of  documents. 

(2)  Provide  an  unclassified  portion  of  the  plan  in  order  to  enable 
proper  planning  of  domestic  affairs.  For  this  purpose,  an  unclassified 
orientation  to  include  month,  general  area,  and  length  of  the  operation 
could  be  disseminated  to  adult  dependents. 
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AKPHO-G3-OP  (5  Mar  69)  1st  Ind 

SUBJECT:  After  Action  Report:  Exercise  REFORGER  I 

DA,  HQ  III  Corps  and  Fort  Hood,  Texas  76544  V  APR  1969 

TO:  Commanding  General,  Fifth  US  Army,  ATTN:  ALFGC-OP,  Fort  Sheridan, 
Illinois  60037 

1.  During  the  personnel  buildup  of  units  participating  in  REFORGER  I, 
difficulties  were  encountered  in  maintaining  required  strengths  due  to 
overseas  levies  from  higher  headquarters.  Relief  was  not  granted  for 
these  units  from  levy  until  approximately  one  month  prior  to  departure 
date.  It  is  recommended  that  deferment  from  all  levies  for  future 
Reforger  exercises  be  provided  a  minimum  of  90  days  prior  to  departure 
month  to  permit  better  continuity  of  operations  and  to  provide  minimum 
time  for  training  and  qualification  of  personnel. 

2.  With  reference  to  supply  actions  recommend  that  Zone  VI  TA50-901 
clothing  be  maintained  in  each  REFORGER  unit  and  that  MTOE  changes  be 
made  on  those  units  whose  radio  communications  equipment  was  determined 
to  be  inadequate. 

FOR  THE  C0M4ANDER: 


2  Incl 

1.  After  Action  Report 
HHD  36th  Med  Bn 

2.  After  Action  Report 
Co  D  440th  Sig  Bn 


Incl  5  to  Incl  2 
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DEPARTMENT  OP  TFE  ARMY 
HEADQUARTERS,  36TH  MEDICAL  BATTALION 
PORT  uOOD,  TEXAS  76544 

SUBJECT  |  After  Action.  Report,  Exercise  HEFQRGER  I  5  March  1969 


fflHU  t  Commanding  General 

III  Corps  and  Port  Hood 
ATTN  i  G-3 

Port  Hood,  Texas  76544 


THRU » •  Commanding  General 
Fourth  US  Arnty 
ATTN i  G-3 

Fbrt  Sam  Houston,  Texas  76544 


TO  i  Commanding  General 

Fifth  US  Arny 

Fort  Sheridan,  Illinois  60037 


#  REFERENCES  t 

a*  USCGJGEUR  OPORD  7-68  dated  21  Dec  68. 

b0  ANNEX  Q  (MEDICAL)  to  7th  (US)  Corps  Exercise  Directive  for  Exceriee 
CARBIDE  ICE. 

c.  7th  Medical  Brigade  QPLAN  3-68  for  Exercise  REPORGER  I  dated  12  Dec  68, 
d*  Appendix  X,  to  Annex  L  (Airstrike  Action  Agent's  Pinal  Report). 

Q.  USC C® ARC  Reg  350-1. 

f.  USAHSTRIKE  Message  68752  DTG  0221 90Z  Nov  68, 

g.  USAHSTRIKE  Exercise  Directive  REK11G1R  I  Unclae, 
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2.  GENERAL : 


r.m  R2F0RG2R  I  dr.tos  wore  fixed  r.t  16  Jrn-l6  Fob  6$»  The  conraoncing 
dc.to  wr.s  chrngcd  to  12  J rn  69  rnd  romnlnod  unchcngod,  Exorcise  REFORGSR  I 
wr.3  oxocutod  n. 3  finally  scheduled. 

b,  overall  dLciacisi  o  tjcctivesi 

(1)  To  test  the  cc.pr.bilitioo  of  RZFORGH  I  unite  to  deploy  fton 
COITUS  atr.tion3  to  the  Grriunwohr-Hohonfols  Training  rsxcv 

(2)  To  provide  REFORG  LR  pcrsonnol  with  moro  rer.listio  end 
effective  training  oxcrcisos. 

(3)  To  frnilirxizc  RGFORGER  personnel  with  the  wor.tlicr  end  tcrrrJLn 
conditions  of  the  Suropero  Continent. 

c.  MEDIC  .L  OBJECT  IVES : 

(1)  To  fnnilirxize  the  Roforger  Exercise  Mcdiccl  Uni  is  with  the 
nr.terir.1  rnd  equipment  r.vrilr.blo  for  then  in  Europe. 

(2)  To  provide  r.  aoro  rordistio  vehicle  for  pr.ticnt  orro  trr.ining. 

(3)  To  f  uulirrizu  Roforgor  personnel  with  the  nothodo  rnd  procodur 
required  to  preposition  uodicrl  lar.torirl  end  oquipnent. 


FOR  Till  COMMANDER* 


8  Inal: 

1.  Proportion 

2.  Doploynent 

3.  Drawing  of  propositioned 
oquipnent 

4.  Cperrtionr.1  Rerdinoas 
Strging 

5.  Field  Training  Exorcise 

6.  Mrintoivnee  Strnd-down 

7.  Turn  in  of  propositioned 
oquipnsnt 

8.  Redeployuent 


/ 


/  ?} 

v  'jUL/ *:■' ***  ^ 

Y/ILLIAH  F.  I*MR33 


Cr.pt.  MSC 
Adjutrnt 


’  .e? 
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TOPIC :  Proportion  QIJ  36LI1  M  dical  Battalion. 

DISCUSSION:  Headquarters  35tii  Medical  Battalion  initiated  preparations 
for  Operation  R3FORG2R  I  on  24  Juno  1968.  Requisitions  were  submitted 
at  that  time  for  all  MOS  vacancies.  The  unit  experienced  no  difficulty- 
in  obtaining  personnel.  The  normal  rotation  of  personnel  did  hinder  the 
effort  of  the  unit  to  become  combat  ready.  This  problem  was  solved  on 
6  Dec  68  by  a  message  from  CG  USCOKARC  that  exempted  this  unit  from 
personnel  levies. 

On  8  Sop  60  this  Headquarters  started  the  basic  unit  training  cycle 
under  Army  Training  Program  8-200  and  participated  in  the  following 
Battalion  level  field  training  oxe. seises  with  attached  units: 

a.  21-23  Oct  68 

b.  4-7  Nov  68 

c.  16-1 9  .‘ov  68 

The  Battalion  Btaff  participated  in  th.;  following  Corps  level  comma  d 
poet  exerci  ios: 

a.  Pre  IroA  KAight  I 

b.  Iron  Knight  I  23-26  Aug  68 

c.  Iron  Knight  II  11-1 4  Oct  68 

The  following  pre-deployment  orientation  subjects  for  Exercise  E3F0RGER  I 
were  integrated  into  the  basic  unit  training  schedule: 

a.  Soviet  Military  Liaison  Mission  (All  personnel  were  issued 
AE  Form  3231 »  dated  1  Aug  64) 

b.  Geneva  Convention 

o.  German  American  Relations 

d.  Discipline  and  Military  Courtesy 

e.  Code  of  Conduot 

f*  Survival,  Esoape  and  Evasion 
g.  Chemical,  Nuclear  and  Biological  Training 
h»  Border  Restrication 

i.  U.S.  Customs  and  Agriculture  Inspections 

j.  Seasonal  Hazards  (  winter  ) 

Basic  Unit  Training  Program  was:  completed  on  2  Deo  68,  The  Battalion 
Headquarters  underwent  an  Operational  Readiness  Test  administered  by 
G-3  Training  Division.  Ill  Corps  and  Fort  Hood  under  the  direct 
supervision  of  III  Corps  Surgeon's  Office  on  3»4»5»  Deo  68,  The;  Unit 
was  designated:  "Combat  Ready",  The  remaining  time  before  redepoyment 
was  ocoupied  by  POM  qualifications  under  Fort  Hood  Reg  21 0-38 1  driver 
training  testing  in  accordance  with  USAHEUR  Pan  55-ii ,  and  supply 
preparation. 
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On  12  Dec  60  each  individual  was  issued  a  packing  list  for  his 
personal  equipment  as  directed  by  COIE  Message  dated  6  Dec  68  (  see  AP? 
'  )  Hie  packing  and  shipment  of  botli  M2E  and  personnel  equipment  was 
completed  by  9  Jan  69.  It  was  pallatized  and  transported  to  Air  Force 
facilities  at  Bergstrom  Air  Force  Base  on  12  Jan  69.  Transportation 
arrangements  of  bdth  equipment  and  personnel  were  handled  through 
Transportation  Officer,  Fort  Hood,  Texas,  Coordination  of  prepatation 
wo re  a  joint  effort  of  Mr  Farrell,  G-3  III  Corps  and  tile  Battalion 
Commander  and  staff, 

LESSON  LEARNED: 

1,  Exemption  of  unit  from  personnel  levy  solved  the  major 
personnel  problem, 

2,  Participation  of  Battalion  Staff  in  III  Corps  Combined  Arms 
CPX  enable  Staff  to  train  at  appropriate  level  for  operations 
durning  IMPORTER  I, 

3,  Use  of  III  Corps  and  Fbrt  Hood  Reg  210-38  Facilitated  POM 
qualification  of  unit, 

4,  One  footlooker  and  one  diffe'l  bag  proved  adequate  to  ship 
each  individual's  personal  gear  and  TA  50  equipment, 

5,  Use  of  Project  Officer  at  Corps  or  Post  level  was  essonrial 
for  efficient  prepatation  and  mecessary  coordination  of  REFORGER  I, 


R5C0?  ’MSI1BATI0N3 1 

1,  All  iUJFORGER  Units  be  exempted  from  levy  for  90  days  prior 
to  deployment. 

2,  All  1EF0BG  ’.:l  Units  of  Battalion  sixe  have  Staff  Paniicipetion 
in  CPX's  of  Division  level  or  higher* 

3,  Continued  use  of  III  Corps  and  Fort  Hood  Reg  210-38  for  POM 
qualification, 

4,  A  Prejeot  Officer  be  appointed  at  Po&t  or  Corps  level 
to  coordinate  prepatations  for  future  REFORGER  Exercise  as  was 
done  in  this  exercise. 
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^Appendix  1  lb  Ihclosuro  1  (Lcgi?tics) 

1  •  Below  is  a  list  of  tho  inr  ' ru 1  ml  equipment  to  be  worn  or  carried 
by  the  individual  soldier  during  the  deployment  and  rodoploymont  phaso, 

a#  Die  following  Class  II  items  will  be  worn  or  carried  by  tho 
individual c 


Bag,  Duffol 

Bolt,  Trousers 

3oots,  Combat 

Bucklo,  Bolt 

Bolt,  Indiv  Equip 

Caso,  Field  First  Aid  V/Packct 

Case,  Ammo  (2)  W/4  Magazine 

Brawors,  Cotton  (Optional) 

Glovo,  Inserts,  Wool 
Glove,  Shell,  Loathcr 
Handkerchief 

Helmet,  Stool,  W/Lincr  W/Camouglego 
Cover,  Brown 
Necklace  ID,  Tog 


Undershirt,  Vfbol  (Optional) 
Drawers,  Wool  (Optional) 

Fiold  Pack,  Canvas 
Scarf,  wool 

Shirt  'rool  Flannel.  0G108 
Suspenders,  Trousers 
Suspenders,  Fiold,  Pack 
Trousors,  Wool  Serge, 

0G108  (Optional) 

Trousers,  Field,  Cotton  (0G107) 
Protective  Mask,  Field 
Individual  1’oapon 
Watch  (if  Available) 

ID,  Tag,  Personnel 
Coat,  M\ns  0G107,  '(/Liner 
(Fid  Jkt) 


>,  Die  following  items  will  be  packed  in  tho  field  pack  whish  will 
•bo  individually  tagged  rnd  hand  carried  bv  oaah  .soldier  -  in  addition, 
ncccs3ary  Class  VI  (Personal  demand  itoms)  (o.g* ,  soap,  razor,  razor 
blades,  tooth  brush,  tooth  pen  to,  aftor  shavo,  shaving  soap,  cts.)  will 
bo  packed,  for  accessibility,  in  the  field  pack* 


Drawers,  Cotton  (j) 

Undershirt,  Cotton  (j) 

Socks,  Cushion  Solo  (j) 

Poncho,  Nylon 

Khifo 

Fork 

Spoon 


Moss  Pan 
Toilet  Articles 
Canteen  Cup 
Cantoon  cover 
Canteen 

Cap,  Fiold,  Pile 


c,  Dio  following  items  will  bo  pa.ckcd  in  individual  duffel  bags 
whioh  will  bo  palletized  rnd  loaded  onto  troop  carrying  aircraft* 


Bag,  Barracks 
Beg,  Water-Proof 
Blanket ,  Bed 

Prrka,  Mens,  Cotton  0G106 
Liner,  Prrka,  0G106 
Carrier,  Intrenching  Tool 
Mask,  Cold  bather 
Mitten,  Insert 
Mitton,  Shell 
Strap,  Carrying 


Intrenching  Tool 
Cane,  SI  cotping  Bag 
Mattress,  Pnoumatic 
Shelter  Half,  /Rope  &  Poles 
Sleeping  Btrg 

Sling,  Carrying,  Bag  &  Case 
Hood,  "'inker,  0G10' 

Bayonet,  ’-^/Scabb'rd 

Boots,  Ins'ulatod 

CVC  Helmet.  (For  Track  Voh  Crow 

Mon) 
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Strap,  Fiold  Pack,  Adaptor  Goggles,  Driving  (if  Auth) 

Coveralls,  ’‘tot  'feather  (if  j  vail  able)  Parka,  ’tot  ’feather  (if  Avrllablo) 

•vershoos,  Rubber 
Liner,  Trousers  “ 

d.  Dio  following  items  will  be  packed  into  a  footlockcr  (without 
tray)  rmd  shipped  by  troop  carrying  aircraft i 


Boots,  Combat 
Cap,  Garrison 
Cap,  Utility 
Cap,  Field 
Coat,  tool,  A&44 
Drawers ,  Cotton  (2) 

Drawers ,  ’ feol 
Handkerchief 
Insignia,  US 

Insignia.,  Branch  of  Service 

Insignia,  Rank 

Necktie ,  ’-feol ,  Black 

Overcoat 

Rain  coat 


Shirt,  Cotton,  Polyester 
Shirt,  Utility,  CG107  (3) 
Shoes,  Drc33  Oxford,  Black 
Socks,  Cotton,  31ack 
Socks,  Cushion  Sole 
Towol,  Bath 
Trousers,  ’tool  AC-44 
Trousers,  Utility,  0G107  (3) 
Undershirt,  Cotton  (2) 

Shirt,  ’-.tool  Flannel,  CG108 
Trousers,  Field,  Cotton,  0G107 
Civilian  Clothing  (if  Auth) 
Coat,  Mans ,  (Fid  Jkt) 


c.  Prxka  with  liner  will  be  last  item  packed  in  the  duffel  bag,  so 
£t  will  be  readily  available  if  needed.  The  CVC  helmet  should  be  packed 
immediately  under  the  prxka  (if  Authorized). 

2.  III3C3LL  JULOUo » 


a.  All  cargo  must  undergo  customs  inspection  to  preclude  entry  of 
unauthorized  items  into  FRG  or  upon  return  to  CONUS. 

b.  Insure  that  stowed  and  hand  carried  baggage  docs  not  contain 
inflammable  or  explosives.  Port  .bio  radios  will  not  be  turned  on 
during  flight.  Flash  bulbs  will  not  bo  carried  in  stowed  b  ggage.  Only 
cotton  filled  lighters  arc  permitted  aboard  an  aircraft,  and  only  when 

c  xried  on  the  passenger’s  person  -  other  type  lighters  will  be  empty 
of  fluid  or  gas  content. 
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TOPIC*  Deployment  HHD,  36th  Iledical  Battalion 

DISCUSSION:  Tho  Advancc-Pajrty ,  consisting  of  Property  Book  Officer, 

Supply  Sergeant  and  one  clerk,  departed  from  Forbes  AFB,  Kansas,  en  5  January 
1969,  arriving  Rhein  Main  APB,  Germany  on  6  January  69* 

The;  Main  Body  consisting  of  7  Officers  and  27  EM  departed  Fort  Hood,  by 
government  bus,  at  1000  hours  on  12  January  1969,  and  arrived  at  Bergstrom  AFB, 
Texas,  for  further  transportation  to  FRG.  The  aircraft  (C-141  )*  with  reclining 
seats  departed  at  1200  hours,  on  12  January  1969,  and  arrived  at  Rhein  Main  AFB 
fconnany,  after  a  refueling  stop  at  Lover  AFB,  Delaware,  at  1000  hours,  13  J turner 
1969c 

Upon  arrival  in  FRG,  representatives  from  USARG3,  met  and  briefed  personnel 
The  3Jth  Medical  Group  and  UARGE  furnished  our  escort  and  necessary  trensportati 
to  move  this  units  personnel  and  equipment  to  Ludwigsburg,  whore  we  were 
quartered  until  our  departure  for  Grafenwohr# 

No  problems  were  encountered  during  the  deployment  phase#  Troops  arrived 
in  Europe  rested,  with  mor; JLo  high  and  capable  of  performing  thoir  mission# 

t.p.^.3  >N3  LEARNED*  The  fooding  of  hot  meals  enrouta,  end  the  use  of  reclining  typ 
seats,  was  a  groat  morale  factor,  and  enabled  tho  personnel  to  errivo  in  USAREUI 
prepared  to  carry  out  thoir  assigned  mis  ion# 

RECOKMENDAT IONS  1  Tho  Air  Foroo  oontinuo  its  uaa  of  reclining  type  seats  when 
airlifting  troops  to  USAREUR  or  other  overseas  destinations#  Continued  use  of 
hot  meeds  while  enrouta# 
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TOPIC  i  Drawing  of  Prcposit:!  oned  Equipment  HHD  36th  Medical  Battalion 

DTSaJSSIONj.  ^ho  Unit  ?rope>  ty  Book  Officer  and  two  enlisted  nwai  arrived 
in  the  FRO  on  6  Jan  69  and  were  transported  immediatly  to  Spine lly 
BarrackSjR-juiheim.  /die  drawing  of  prepositioned  equipment  occurred  on 

7  -lan  69  and  took  8  hours.  This  length  of  time  was:  required  because 
U,  S.  Army  Europe  Augmentation  Readiness  Group  had  not  prepacked 

the.  unit  vehicles  in  air  orderly  manner  and  the  Property  Book  Officer 
36 Medioal  Battalion,  had  ta  hunt  fof  many  of  the  items  on  the 
pro 'Loaded  trucks. 

On  8  Jan  69  the  30th  Medical  Group  dispatched  a  team  of  one 
officer  and  approximately  thirty  enlisted  men  from  LudwLgsbwg  to 
M^uuheim  to  assist  the  36th  Medioal  Battalion  in  transporting  of 
propositioned  equipment  to  Ludwigsburg.At  1100  hourc.,  8  Jan  69,  a 
convoy.  including  36th  Medical  Battalion  vehicles  and  equipment  left 
:  nmhoin  .for  •  IwIwigsKui-,  under  ‘-tho  oupervioion  of .  ?61h  Medical 
Battalion  Property  Hook  Officer  and  Ligison  Officer,  30th  Medical 
Group.  The  convoy  arrived  at  LudwigsjWrg  at  approximately  T63O  hours 

8  Jan  69*  The  oqpipment.  immediately  needed  was  then  uncrated  and. 

cl> coked  under  the  supervision  of  USAREUR  .  .ugnentation  Readiness  Group 
laiaLon  FCO.  It  was  found  at  this  tine  that  requisitions  submitted 
at  time  of  propositioning  of  equipment  had  not  been  filled.  It  was 
also  noted  at  this  time  that  subordinate  medical  unit3  had  their 
medical  equipment  stored  at  sites  other  than  where  their  goarral  TQ&E 
Equipment  was  stored  and  additional  planning,  transporntion  and 
time  was  required  to  marry  up  the  unit  medical  aid  general  cftuipmtnt 
at  an  appropriate  location. 

LESSON  LEARNED! 

1.  The  use  of  in  Theatre  Sponooring  Units-  to  cadic. t  medical 
units  in  tho  withdrawal  of  equipment  increases  the  efficiency  of  this 
phase  of  tho  operation. 

2.  lire -pecking  vehicle  in  disorganized  manner  by  TJARG  slowed 
down  inventory  of  equipment. 

RECOMMENDATIONS: 

T«  USA33QR  Medical  Sponsoring  Units  should  continue  to  assist 
medical  units  being  redeployed  on  future  REPORGSR  typo  exerolocs  in 
drawing  both  medical  and  general  equipment. 

2.  The  deploying  unit  Property  Book  Officer  bo  sent  to  preposition 
sites  sufficiently  in  advano®  to  conduct  loading  and  inventory  of  Halit 
vehicles. 


Inal  3 


FOR  OFFICIAL  OSE  ONLY 

si 


FOR  OFFICIAL  USE  ONLY 


4PICi  Operation  Doadinoss  Staging  HUDy  36th  Medical  Battalion 

li80yM»  At  °700  hours  .17  Jan  69  HUD,  36th  Madiool  Battalion  and  the 
417th  I  teal  Company  (Amb)  left  Ludwigqburg  for  Grafenvohr  SRG.  Head¬ 
quarters  and  Headquarters  Detachment  arrived  at  the  reloaae  point  just  outside 
of  Grafonwohr  at  1 720  hours  the  some  day.  The  motor  inarch  was  carried  out 
in  a  higher  successful  manner  and  was  within  2  minutes  of  the  scheduled  arrival 
time.  Upon  closing  to  Grafenvohr  the  Headquarters  was  established  in 
aeni-pefitananfc  facilities  at  Comp  Normandy.  The  battalion  assumed 
operational  oantrol  of  the  subordinate  units  upon  their  dosing  at  Grafenwohf 
training  site* 


UNITS 


CLOSING  DATES 


417th)  Medical  Company  (Arib)  17  Jan- 69 

5th  Surgical  Hospital  IQ  Jan  69 

517th  Medical  Company  (Anb)  20  Jon  69 

Hospital  Train  '  22  Jen  69 

421st  Air  Anb  Company  (3rd  Fit)  27  Jen  69 


During  the  period  1 0-26  Jan  69  the  staff  sections  established  communications 
with  higher,  adjacent  and  subordinate  Headquarters.  Friar  to  our  arrival 
at  Grafenwhr,  nn>  radio  frequencies  were  allocated  to  this  Headquarters.' 

The  Battalion  Communications  Officer  contacted  7th  Corps  Signal  Officer y 
but  na  frequencies  were  available  for  this  headquarters  as  dlreoted  in 
M  Mod  Bde  CQPN  FLAN  (s)  3-68  dated  12  Deo  68.  Also  during  this  period, 
detailed  inspection  of  equipment,  including  opening  of  sealed  container 9, 
revealed  several  minor  discrepancies?  however  none  that  would  materially 
affeot  operational,  readiness  of  the  unit.  The  only  item  found  to  be 
unserviceable  was  a  duplication  machine.  Other  discrepancies  that  oaused 
inconvenience  included  absence  of  generator  grounding  rods,  missing  hoee 
and  nozzle  for  the  gasoline  pod,  missing  typewriter  covers  and  issue  of 
the  inaorr&ot  insecticide  sprayer*  .'Support  at  Grafenwhr  was.  excellent 
except  for  the  difficulty  in.  locating  maintenance  and  supply  activities. 

All  olossos  of  supply  were  adequate  and  readily  available.  TVo  day  lau¬ 
ndry  service  was  provided  byfeafenwohr  Quartermaster  Laundry.  On  27  Jon 
69  7th  Corps  Surgeon  assumed  operational  oantrol  of  the  36th  Medioal  Battalion 
and  subordinate  units.  This  phase  was  concluded  28  Jon  69. 


TiBsanwa  LBABirani  Medioal  units,  even  though  they  ore  actually  involved 
in  patient  oare,  did  experience  much  difficulty  irr  obtaining  the  needed 
radio  froqucnoie8  to  establish  a  medical  radio  net. 


RECOMMENDATIONS  1  Radio  frequencies  be  allocated  to  this  Headquarters 
prior  to  deployment  to  exercise  sroa. 
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TOPIC i  Field  Training  Exercise 

DISCUSSION i  During  the  field  training  phase  “Carbide  Ice",  the  VII  Corps 
Surgeon'  had  operational  control  of  all  Non-Divisional  medical  units.  The 
cEutiea>  and  responsibilities  assigned  each  unit  vere  as  follows. 

a.  36TH  MEDICAL  BATTALION «  Provide  command  and  control  of  medical  units 
under  the  direction  of  the  7th  Corps  Surgeon. 

b*  5EI  SURGICAL  HOSPITAL:  'Operate  the  dispensary  at  Grafenwohr,  augmented 
by  the  547th  General  Dispensary.  To  provide  definitive  care  for  all  categories 
of  personnel  authorized  medical  care  and  augment  other  medical  units  as  directed 
Set  up  a  portion  of  the  hospital  as  a  static  display, 

c»  517®  MEDICO  COMPANY  (CLEARING)  t  Operate  a  dispensary  and  hospital 
facility  at  Hohenfels,  augmented  by  the  731  at  General  Dispensary.  Be  prepared 
to  deploy  one  platoon  on;  order*  Augment  other  medical  units  as  directed, 

dL#  417TH  MEDICAL  COMPANY  (AMBULANCE) :  Provide  ground  evacuation  support 
for  the  Grafenwohr  and  Hohenfels  area  during  exercise  "Carbide  Ice".  Evacuate 
patients  from  the  division  clearing  stations, 

e.  3d  PLT,  421  ST  MEDICAL  COMPANY  (AIR  AMBULANCE):  Provide  air  evaountion 
support  on  a  mission  basis,  in1  the  Grafenwohr  and  Hohenfels  training  areas, 

f*  57TH  MEDICAL  BATTALION:  Will  furnish  a  hospital  train  to  run  daily 
from  the  Grafenwohr  area  to  Numberg,  130th  General  Hospital. 

All  duties  and  responsibilities  were  discharged  in  a  highly  efficient 
manner.  Radio  communication  continues  to  oe  a  major  problem  for  medical  units 
in;  the  fiold.  The  absence  of  simulated  patient  play  enabled  the  medical  units 
concentrate  on  actual  patient  care  and  evacuation.  Minor  diBcrepencies  in  what 
information  should  be  contained  in  the  Bed 'and  Patient  report  developed  early 
in  the  exercise,  but  (Subsequently  wore  resolved  $5tr  patient,  activities  report  see 
APP*  1) 

Normal  S-4  activities  in  the  support  of  attached  medical  units  were 
carried  out.  Bio  major  problem  encountered  was  the  lack  of  spare  parts  for 
tho  3/4  ton  anbulanoes  (M43),  These  ambulances  are  now  obsolete,  their 
eventual  replacement  will  correct  this  minor  discrepfcicy. 

Normal  personnel  and  administration  duties  were  performed  without 
encountering  any  major  problems*  No  serious  accidents  or  incidents  were 
reported*  Bfo  enlisted  personnel  woro  returned  to  CONUS  on  emergency  leave, 

(For  personnel  statistics  Bee  APP*  2)  During  this  phase  the  Battalion  received 
and  briefod  a  number  of  distinguished  visitors,  (For  a  list  of  visitors  see 
APP.  3) 

LESSON  LEARNED:  Normal  staff  function  are  comparable  in  different  theaters 
and  can  be  carried  out  effectively  in  a  minumum  of  allowed  transition  time. 
Elimination  of  simulated  patient  play,  enables  medical  personnel  to  concentrate 
on  .actual  '  care  and  evacuation  of  patients, 

RECOMMENDATIONS :  That  the  quantity  and  quality  of  radio  communication  eruipment 
be  increased  to  enable  medical  units  to  better  maintain  liason  with  subordinate 
and  higher  headquarters.  That  patient  reporting  procedures  be  standardized  at 
all  echelons  of  command. 
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1  to  Inal  5,  (Patient  Activities  Report  -  28  Jon  to  5  Feb  69) 


REFOF.GT?  P-vriEBT  ACTIVITIES 

Admissions 

Grafenwohr 

Hohenfels 

Total 

145 

23 

166 

Dispositions 

a*  Duty 

137 

14 

151 

b,  irunefors 

9 

6 

15 

o*  Deaths 

f 

0 

0 

Non  RJTFORGER  PATIENT  ACTIVITIES 

Admissions 

Grafenwohr 

Hohenfels 

Total 

11 

39 

50 

Dispositions 

a*  Duty 

1 

15 

14 

b«  Transfers 

7 

29 

36 

o«  Deaths 

0 

0 

0 

Consolidated  Patient 

Activities 

Admissions 

Grafenwohr 

Hohenfels 

Total 

154 

62 

214 

Dispositions 

a«  Duty 

138 

27 

165 

b.  Transfers 

16 

35 

51 

o «  Deaths 

0 

0 

0 

3#  Upper  Respirtory  Infection  Patients-  124 
4*  Cold  Weather  Injuries-  3 

Ground  /unbalance.  Hospi  tal  Train  and  Air  Evacuation  Operation 

1#  Ground  AmbuJ anoo  Operations!  (Hohenfels  to  Grafenwohr) 
a«  Ambulatory  Patients—  15 
b*  Litter  Patients-  4 

Total.-  19 

2*  Hospital  Train  Operations!  (Grafenwohr  to  Numbers) 

a«  Ambulatory  Patients-  32 
b»  Litter  Patients-  0 

Total-  32 

3*  Air  Evacuations^  3 
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Appendix  2  To  Incl  5  (Personnel  Report) 


36th  Med 

5  th  Surg 

417th  Med 

517th  Med 

TOTAL 

Auth 

e/29 

6/96 

3/87 

3/114 

20/326 

Aagd 

e/29 

4/91 

4/85 

3/114 

19/519 

Mob  Des  MD 

— m 

2/ 

2/ 

4/ 

ANC 

3/ 

2/ 

5/ 

y  s' 
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•pandix  3  to  IncI  5  (VISITORS  LIST) 


LT  GEN  HUCKLKHEIN 

ARMY  FRG  (RLT) 

MAJ  GEN  MCGIBNEY 

CG ,  USAREUR  MED  COMM 

MU  GEN  BOATRIGHT 

OG ,  24TII  INF  DIV 

COL  JUEL 

CO.  7TFI  MED  BDE 

COL  LINDSEY 

CO,  NURNBERG  MED  AREA 

COL  BINKLEY 

DEPUTY  USAREUR  SURG 

COL  WHEELER 

CHIEF  QTNS  USAREUR  MED  COMD 

COL  RUMOR 

DEPUTY  SURG  USAREUR  FOR  SEVENTH  ARMY 

COL  ALLEN 

CORPS  SURGEON,  7'PH  CORPS 

COL  SKY 

CO,  30EI  MED  GP 

LTC  POWERS 

D3V  SURG,  24TH  INF  DIV 

LTC  TAYLOR 

COE  LAISON  G? 

LTC  HALLENBACK 

CO.  440TII  SIG  BN 

LTC  WIDDIFIELD 

CO,  128TII  EVAC  IIOSP 

LTC  BENSON 

CO,  #  1ST  MED  GP 

LTC  SCHADDER 

S'.OTU  MED  BDE 

MAJ  HAMILTON 

USAMA  OTSG 

MAJ  IRONS 

DA,  OTSG 
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TOPIC  i  Maintenance  Standoim,  IHD,  56th  Medical  Battalion 


DISCUSSION t  Maintenance  Standov.i  commenced  on  5  Feb  69  and  continued  until 
our  departure  from  Grafenwohr  on  7  Feb  69  •  This  period  was  used  by  the  unit 
to  inspeot  and  correct  all  defeciuu  ies  found  in  unit  equipment.  UARG  inspect 
unit  vehicles  on  5  Feb  69  and  cleared  them  for  return  to  pre-po  site*  On 
6  Feb  69  all  non-mechanical  equipment  preservation  and  repackaging, 
was  processed  through  a  BARG  processing  point.  Three  pieces  of  equipment,  a 
pair  of  binoculars,  a  detector  kit  and  an  insecticide  sprayer,  were  unaccounted 
for  during  the  process  as  a  result  of  accounting  procedures  practiced  by  the 
BARG  team.  The  processing  point  was  set  up  on  an  assembly  line  basis  where 
the  items  were  checked  at  the  starting  point  and  the  packing  list  presented 
at  the  end.  No  precautions  were  taken  to  insure  proper  aooountibility  of 
smaller  items  during  the  processing  by  UARG  personnel.  It  was  ruite  possible 
for  the  missing  items  to  have  been  packed  with  other  equipment  and  just 
not  accounted  for  on  paper, 

LESSONS  LEARNED 

1 ,  UARG  inspection  af  vehicles  at  Grafenwehr  enabled  unit  to  spot  and 
correct  deficiencies  prior  to  departure  from  Grafenwohr, 

2,  The  use  of  an  assembly  line  was  the  most  effective  way  of  preservation 
and  packing  of  non-mechanical  equipment  and  assured  departure  from  Grafenwohr 
on  schedule. 

RECOMMENDATIONS  1 

1,  UARG  continue  to  inspect  vehioleo  prior  to  departure  from  Grafenwohr 

2,  Tighter  accountibility  procedures'  be  instituted  to  insure  against  loss 
or  unaccountability  of  smaller  items  of  equipment. 


Inol  6 
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TOPIC? 
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Turn  In  Of  Prcpositioiod  Equipment 

IIS  CUSS  ION  t  At  0500  hours  7  Pth  69  IBID,  36th  ilodical  Battalion  noved. 
froa  Gmfonwahr  to  Spiutlli  Barracks,  liannhein  by  rictor  vchiclo  oonvey, 
rorrivingat  1620  hours  the- sane  dry.  The  TO&E,  loss  vehicles,  was  turned 
into  UARG  personnel  prior  to  2045  hours  the  sr.no  night.  All  vehicles 
wore  inspected  md  accepted  by  UARG  on  9  Feb  69  and  r.  joint  inventory  >r\s 
cocrplotcd  by  1 600  hours  10  Fob  69*  At  this  tine  UARG  PBD  #  5  rssuned 
responsibility  for  r.ll  propositioned  36th  Hodic^l  Br.ttr.lioi  equipnent. 

The  renr.iodor  of  the  tino  prior  to  tho  flight  on  16  Fob  69  was  used  for 
cleaning,  care  and  preparation  of  nininun  essential  oquipaont  and  personal 
Baggage  for  s  hi  prion  t  to  COITIS .  During  this  phrn  0  this  unit  experienced 
difficulty  in  Receiving  it's  nr.il.  This  was  duo  to  tho  fr.ct  that  the '28th 
Br.se  Post  Office  r.t  Frankfurt  fr.iled  to  follow  verbal  agreenont  arrived  at 
by  r.ll  prrtios  and  confimed  by  letter,  HQ,  United  Str.tos  Amy  ?ostr.l 
Group  Europe,  dr.ted  10  Fob  69 •  This  agroenent  str.tcd  tlir.t  nr.il  for  HHD, 
36th  Medical  Battalion  would  bo  stopped  r.t  Frankfurt  r.s  of  6  Feb  69  md 
instead  of  being  forwarded  to  Grafenwohr  would  be  routed  to  Mrnnhein. 

By  the  tine  this  r.ixup  was  corrected,  weather  conditions  further  delayed 
th j  caxivory  of  nr.il,  Tho  first  nr.il  delivery  for  tho  unit  in  Mannhcin 
wr.s  on  13  Fob  69«  This  phase  concluded  15  Feb  69. 


LESS  OHS  LEAR3TSD: 


1,  Inventory  of  equipnent  irx  :odiatoly  upon  arrivr.l  doos  not  hllov  Proporty 
Book  Officer  and  assistants  sufficient  tino  for  reorganization. 

2,  Length  of  tino  nocossary  for  pre-positioning  of  equipnent  was  noro 
thr-n  adequate. 

RECaEIEIIDt.TIOKS ; 

1  •  That  UARG  allow  I33D  and  assistants  tino  for  reorganization  af tor 
arrival  of  convey  from  excrciso  site.  Throo  (3)  hours  would  bo  considorod 
sufficient  after  12  hour  convey. 

2,  That  Europoan  postr.l  authorities  plan  sufficiently  in  advance  so  tlir.t 
written  orders  can  bo  issuod  for  coordination  of  nr.il  deliveries  to  units 
at  pro-positioning  sites. 


Incl  7 
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TOPIC*  Redep  -  /ment  HHD,  36th  Medical  Battalion 

DISCUSSION*  Redeploymeii;  bj.  .k  to  CONUS  wa3  accomplished  essentially  in 
the  ssfue  manner  as  the  deployment  phase  with  no  problems  encountered* 

The  HHD,  36th  Medical  Battalion  boarded  a  civilian  bu3  and  departed 
Mannheim,  Germany  at  IC13 $$  Feb  69,  arriving  at  Rhein  Main  APB  at  1614^ 
Feb  69,  Personal  immunization  records  as  well  as  ID  Cards  and  ID  Tags 
were  checked  by  representatives  of  UARG,  Minimum  Essential  Equipment 
and  personal  baggage  was  paletized  and  loaded.  Unit  departed  Rhein  Main 
AFB  at  16173^  Pet  69  arriving  at  Gray  Army  Air  Field,  Killeen,  Texas  at 
17^145  Feb  69,  with  a  two  hour  stop  over  at  McGuire  AFB,  New  Jersey, 

Unit  was  transported  by  military  bus  to  Ft  Hood,  Texas  where  all  MEE 
and  personal  baggage  was  found  to  be  in  excellent  condition.  No  discip¬ 
linary  problems  were  encountered  during  the  Redeployment  phase. 
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DEPARTMENT  OP  THE  AW 
D/440th,  366th  Signal  Battalion 
Fort  Hood,  Texas  76544 

HQt'366SI-d/440  14  Arch  1969 

SUBJECT «  After  Action  Report~REFCRGER  I  (RCS  ATOPS-36Q ) 


THRU 1  Commanding  Officer 

366th  Sigrj.1  Battalion 
Port  Hood,  Texas  76544 


Commanding  General 
III  Corps  &  PI  Hood 
ATTN*  G-3  Omu 
Port  Hood,  Texas  76544 


TO*  Commanding  General 
5th  US  Army 
aTTN:  ALFGC-OP 
Port  Sheridan,  Illinois  60037 


1.  References* 

a.  Letter,  ATOPS-CPS-HVR,  HQ,  USCONARC,  subject  as  above,  dated 
24  December  1968. 

b.  Letter,  ALFGOOP,  HQ  Fifth  US  Amy,  subject  as  above,  dated 
31  January  1969* 

2.  In  compliance  with  the  above  references  the  After  Action  Report 
for  this  unit  is  submitted. 

1  Inol  KENT  E.  SEILER 

as  CPT,  SigC 

Commanding 

Copies  Furnished* 

CG,  4th  US  Army. 

Ft  Sam  Houston,  Texas  7  A  34 

CO,  440th  Sig  Bn 
:j>0  NY  09227 

CO,  6  th  Maintenance  Bn 
APO  NY  09227 
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DEI  ARTIIENT  OP  THE  ARMY 
D/440th,  566th  Signal  Battalion 
Fort  Hood,  Texas  76.544 


TOPIC :  Preparation 


12  March  I696 


DISCUSSION:  Preparation  for  Exercise  REFORGER  I  began  in  September  1 968. 
The  Unit  Commander  attended  the  planning  conference  held  at  Ft  Riley,  Ka. 
on  1  November.  Information  and  reference  material  Tvcovided  at  this 
conference  was  complete  and  accurate,  allowing  the  unit  to  conduct 
training-  in  those  subjects  which  were  required  for  the  exercise. 
Permission  from  STRICGM  was  requested  at  this  time  to  ship  the  signal 
shelters  mounteu  on  organic  vehicles.  This  permission  was  subsequently 
granted  during  December.  However,  information  was  not  recieved  as  to  what 
special  preparations  were  required  for  the  vehicles,  fie,  Anti-Freeze 
Protection  Level,  1o  Wt  Cmnckcase  Oil,  Blacked  Out  U.’  i.  Numbers,  Number 
of  Tire  Chain  Sets  Required  for  each  Vehicle,  Special  Highway  Naming 
Kits,  and  Turn  Indicators  on  2^  ton  Trucks )The  results  was  come  of 
these  requirements  were  not  met  on  vehicles  shipped  from  CONUS.  The 
unit  experienced  difficulty  in  obtaining  some  of  the  Zone  IV  TA  50-901 
organizational  clothing.  Items  such  a3  insulated  boots  and  parkas  are 
not  stocked  at  Fort  Hood,  and  had  to  requisitioned.  These  requisitions 
were  not  filled  prior  to  tho  unitfe  departure),  and  clothing  was  obtained 
"on-loan"from  other  KEFORGER  units  at  Ft  Hood  which  did  not  deploy 
for  the  exercise.  Losses  due  to  levies  continued  until  15  December 
1968.  For  the  period  October  through  December,  losses  totaled  78*  while 
gains  totaled  128,  Of  these,  23  were  gained  during  December.  Many  of 
those  gained  did  not  hold  the  proper  MOS,  or  had  not  been  trained  on 
tho  equipment  operated  by  the  unit.  (The  AN/grC  50  radio  operated  in 
Europe  by  this  unit  ,  is  only  now  being  issued  to  Army  units  Throughout 
the  world.  Very  few  newly  assigned  31 K  radio  operators  were  familiar 
with  this  equipment).  Training  on  HF  radios,  .and  crypto  equipment  .was 
also  hampered  because  the  unit  did  not  posses  this  equipment  at  Foi’t 
Hood.  Teams  authorized  th:.3  equipment  were  sene  to  other  signal 
units  on  post  for  training,  but  this  training  could  not  be  integrated 
into  the  unit  training  cycle.  The  late  arrival  of  personnel,  lack  of 
qualified  personnel,  and  tho  Christinas  Holiday  period  made  it  impossible 
to  conduct  sufficient  unit  training  prior  to  deployment.  All  KEE  and 
signal  equipment  was  crated  and  marked  during  the  week  of  6  December. 

Tho  only  probV  ..  encountered  was  in  obtaining  plywood,  and  2X4  lumber 
for  internal  bracing  in.  the  signal  shelter.  Since  standards  for  internal 
bracing  of  signal  equipment  shelters  are  not  published,  these  materials 
had  to  be  justified  to  Post  Engineers  at  Fort  Hood.  Once  tho  requirement 
for  those  materials  was  established,  tho  material  wu3  delivered  and 
installed  with  no  further  problem*  Tho  16  vehicle.,  with  signal  shelters 
and  power  generator  trailers  we  re  convoyed  to  Bergstrom  AFB  on  10  January. 
The  COMZEIJR  OPORD  specified  that  upon  arrival  at  Rhoin  Main  the 
vehicles  wore  to  be  driven  to  Richer  Kaseme,  in  Kiaserslauten.  Upon 
arrival  at  Rhoin  Main  the  drivers  were  told  that  they  were  to  proceed 
in  oonvoy  directly  to  Grafenwohr.  Hasty  proper  .tions  had  to  be  made 
at  Rhein  Main  to  reciovo  the  drivors  as  their  flights  arrived,  feed 
and  billet  them  until  they  all  had  arrived,  and  obtain  convoy 
clearanco  to  Grafenwohr. 
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LESSONS  LEARNED: 

(1)  Zone  VI,  TA  50-901  clothing  is  not  immediately  available 
to  CONNS  R2FCFGER  Units, 

(2)  USAREUR  special  requiment  for  tactical  vehicles  arc  not 
known  in  CONUS. 

(5)  The  average  31 M  radio  operator  is  not  familiar  with  the 
AN/GRC-50  radio  operated  in  Europe. 
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(4)  Lack  of  FM  and  AM  radios  limit  the  ability  of  the  unit  to 

train. 

(5)  Shipment  of  properly  braced  signal  equipment  mounted  on 
vehicles  resulted  in  the  equipment  arriving  for  the  exercise  in 
perfect  condition. 

HECa«EirjATI0N5: 


(1)  Stocks  of  Zone  IV  TA50-901  should  be  maintained  at  CONUS 
installations  for  use  by  units  committed  to  USAEEUR  OPLAKS,  or  in 
UoAREUR  rc-cieving  ports. 

(2)  A  cut  off  date  of  at  least  60  days  prior  to  deployment  should 
be  established  for  personnel  assignments  and  roassignmonts  involving 
R3F0RGER  Exorcise  Units. 

(3)  Copies  of  U3AREUR  directives  on  operation*  maintenance,  end 
special  safety  features  required  on  tactical  vehicles  should  be  provided 
to  REFORGER  Units. 

(4)  Standards  should  be  published  on  what  internal  bracing  is 
required  when  air-shipping  signal  shelters 
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DEPARTMENT  OB  THE  ARMY 
D/440th,  366th  Signal  Battalion 
Fort  Hood,  Texas  7^544 


TOPIC :  Deployment  1 2  March  1969 

DISCUSSION:  The  unit  was  bussed  to  Bergstrom  AFB  on  12  January.  At 
Bergstrom  the  personnel  hoarded  C-I4I  aircraft  for  the  trip  to  Germany. 
One  stop  was  made  at  Dover  AFB,  Delaware.  The  troops  were  fed  a  hot  meal, 
then  rc-hoarded  their  flight  for  the  remainder  of  their  flight  to  Rhein 
Main  AFB.  The  aircraft  was  mot  at  Rhein  Main  ty.  the  REPORGER  personnel 
and  the  troops  wore  transported  to  Kiaserslautcn.  At  Kiaserslautcn,  the 
unit  was  met  by  the  Assembly  Area  Control  Group  (AACG,'  .  That  unit  had 
made  preparations  for  messing,  and  billiting  of  the  unit.  The  supply 
personnel  of  the  unit  then  reported  to  the  6th  Maintenance  Battalion 
to  draw  the  prepositioned  equipment.  The  unit  deployed  in  convoy 
from  Kiaserslauten  to  Gr  fenwohr  on  16  January.  The  equipment  deployed 
from  CONUS  was  collected  at  Rhein  Main  AFB,  and  convoyed  to  Grafenwohr 
the  some  date.  Support  received  by  the  unit  from  the  Military  Police 
and  convey  control  centers  during  the  move  was  excellent.  The  Military 
Police  provided  traffic  control  points  at  the  convey  entrances  and 
exits  on  the  Autobahn,  and  provided  road  guides  or  guide  vehicles  to 
direct  the  convoy  at  points  where  wrong  turns  could  be  made.  Strip  naps 
provided  hnd  "R-l”  signo  made  the  «oorojr  route  easy  to  follow.  The  four 
convoy  control  centers  stationed  along  the  route  were  well  staffed  and 
equipped  to  provide  jninor  taaintonance,  weather  and  road  information,  and 
hot  beverages  for  the  drivers. 

LESSONS  LEARNED: 


(1)  Movement  of  troops  snd  equipment  by  the  US  Air  Force  was  well 
planned  and  executed. 

(2)  Reception  of  the  unit  in  Germany  by  R.. FORGER  personnel  was 
well  planned  end  executed. 

(3)  Convoy  Control  procedures  and  facilities  were  excellent. 
RECOMMENDATIONS: 

(l)  None 
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DEPARTMENT  OF  THE  ARMY 
D/440th,  366th  Signal  Battalion 
Port  Hood,  'Texas  76544 

TOPIC :  Drawing  of  Prepositioned  Equipment  12  March  1969 

DISCUSSION:  The  main  body  of  the  unit  arrived  1  3  January.  A  meeting  was 
hold  with  the  440th  Signal  Battalion,  and  the  6th  Maintenance  Battalion 
to  determine  what  equipment  was  to  be  withdrawn  from  storage.  Packing 
lists  were  then  inventoried  and  the  property  picked  up  on  the  property 
book.  Inventory  of  the  actual  equipment  was  net  permitted.  Although  the 
unit  stayed  at  the  preposition  site  until  16  January,  it  did  not  have  access 
to  any  of  the  prepositioned  equipment.  By  command  directive,  none  of  the 
boxes  could  be  opened,  nor  any  of  the  loads  rearranged.  The  non-mechanical 
equipment  was  random  loaded  on  the  vehicles  without  regard  to  which 
section  was  authorized  the  equipment  or  the  vehicle.  Maintenance  of  the 
vehicles  which  failed  on  the  road  between  Convoy  Control  Centers  was 
hampered  because  vehicle  OEM  and  mechanics  tool  ’kits  were  still  crated 
and  not  available  to  maintenance  personnel  or  drivers.  The  equipment 
drawn  from  storage  was  inventoried  at  Grufenwohr  during  the  period  17  to 
19  January.  Several  minor  shortages  were  discovered,  but  these  were 
quickly  taken  care  of  by  personnel  of  the  6th  Maintenance  Battalion,  and 
supply  personnel  at  Grufenwohr.  The  most  notable  shortage  was  the  switch- 
box  for  the  45  KW  generators.  Since  this  item  was  not  available  in  the 
supply  syDtom  for  tho  exercise,  one  had  to  be  hand-receipted  from  the 
440th  Signal  Battalion. 

LESSC'NS  LEARNED; 

(1)  The  REFORGER  unit  should  furnish  a  loading  plan  for  each  vehicle 
to  the  supporting  maintenance  Battalion  prior  to  an  exercise  of  this  type. 

(2)  Considerable  time  was  wasted  between  the  time  when  the  equipment 
was  signed  over  to  the  unit,  and  the  actual  inventory  at  Grufenwohr. 

(3)  Vehicle  maintenance  on  the  road  was  hampered  because  the  unit 
did  not  have  the  tool  kits  and  OEM  available. 


RECOMMENDATIONS : 


(1)  Equipment  should  be  leaded  on  propositi cncd  vehicles  IAW 
loading  plans  furnished  by  the  unit. 

(2)  Tool  kits,  vehicle  OEM,  and  PLL  should  be  opened  and  inspected 
prior  to  any  convoy. 
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DEPARTMENT  OP  THE  ARMY 
D/ 440th,  5b6th  Signol  Battalion 
Port  Hood,  Texas  76544 

TOPIC;  Operational  Readiness  Staging  12  March  1969 

DISCUSSION;  The  unit  arrived  at  Grafenwohr  on  16  January,  and  proceeded 
to  conduct  operational  testing  of  all  equipment.  Of  the  25  vehicles  drawn 
from  storage,  eight  required  maintenance  or.  the  road.  One  required  an  engine 
change,  four  required  minor  assembly  replacements  (carburetor,  spark  plugs, 
air  compressor,  distributor),  one  required  brake  adjustment,  two  had  flat 
tires.  The  signal  equipment  drawn  from  prepositioned  storage  was  in 
excellent  condition.  However,  neither  of  the  45  KW  generators  drawn  from 
storage  were  operational.  Both  were  turned  in  to  maintenance  and  remained 
there  until  tho  end  of  the  exorcise.  The  equipment  which  arrived  from  CONUS 
was  found  to  be  in  excellent  condition.  Crow  served  weapons  were  not  toot 
fired  in  Europe  but  word,  tooted  in  CONUS  prior  to  tho  exorcise* 

LESSONS  LEARNED: 


(1)  Propositioned  equipment  generaly  was  well  maintained  and 
well  prepared  for  the  exercise. 


REC  01 2  iEND.  -TIONS : 


(l)  Additional  road  testing  of  vohiclos  prior  to  tho  units  arrival 
would  have  uncovered  nsny  of  the  defects  which  were  present  when  tho 
equipment  was  drawn. 
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DEPARTMENT  OF  THE  ARHY 
D/440t.U.  366th  Signal  Battalion 
Port  Hood,  Texas  76544 

TOPIC»  Pi aid  Training  Exercise  12  Hr  1  eh  1969 

DISCUSSION t  The  unit  deployed  from  Grafenwohr  to  its  operational  Bite  on 
20  January*  The  Army  Area  Signal  Center  (AASC)  was  established  as  a  portion 
of  the  7th  Army  Commuii cations  Command's  network  to  provide  support  for  the 
exercise.  The  Unit  operated  throe  ultra-high ■  f residency  (UHP)  radio  relay 
systems  00  three  other  AASC's.  It  provided  long  dietanoe  switching  services 
through  tne  CARTWHEEL  svri  cchboard  and  supported  the  24  Division  Support 
Command  with  one  AN/lffi.C-1 02  UKP  radio  set  to  tie  them  into  the  Army  Area 
Communications  system*  The  only  subscriber  directly  off  the  units  switch¬ 
board  was  the  440th  Signal  Battalion  Headquarters.  The  site  was  located  on 
the  side  of  a  hill  covered  vrith  12  inches  of  snow.  Initially,  difficulties 
were  encountered  in  posi  tioning  the  equipment  and  erecting  antennas  because 
most  of  the  units  personnel  were  not  familiar  with  operations  in  snow  and 
ioe.  Once  the  snow  melted,  the  ground  bodano  So  ft  and  marshy,  hampering  the 
movement  of  vehicles  and  personnel.  The  signal  equipment  drawn  from 
prepositioned  storage  and  that  brought  from  CONUS  operated  very  well.  Only 
a  few  minor  breakdown  occurred.  However,  maintenance  on  the  equipment  that 
whioh  did  fail  was  hampered  because  tho  FLL  issued  for  tho  oxerciso  included 
no  signal  items.  This  ILL  was  apparently  developed  from  the  equipment  in 
storage  and  did  not  include  parts  neoessary  to  repair  that  equipment  deployed 
from  CONUS.  The  I'LL  further- did  not  include  parts  to  repair  the  FU-619 
generators  deployed  from  CONUS.  This  problem  became  critical  because  tho 
two  45  KW  generators  drawn  from  storage  did  not  operate  and  the  unit  was 
forced  to  rely  on  the  15  sots  of  IU-6I9  generators  for  primary  power.  By  the 
end  of  the  exorcise  six  of  these  sets  were  deadlines  for  parts.  Parts 
could  not  bo  requisitioned  because  the  supporting  maintenance  activities  did 
have  parts  or  tho  parts  manual  for  these  sets.  The  generators  were  initially 
shipped  with  10  vrt  oil  in  the  crankcase  because  the  temperature  in 
Grafenwohr  ms  near  0  degrees.  During  tho  exorcise  several  thaws  wore 
experienced  with  the  temperatures  approaching  30  degrees  for  periods  up 
to  15  hours.  Bach  time  the  temperature  rose  tho  generator  sets  overheated 
and  cut  off.  In  some  cases  damage  was  done  to  the  generator  engines.  When 
30  wt  oil  was  vised  ,  the  generators  would  not  crank  in  0  degrees  temperature. 
No  major  problems  were  encountered  in  maintaining  communications  during 
the  exercise.  The  major  cause  of  down-time  was  power  failures  because  of 
the  generator  problems  explained  above.  In  some  cases  the  unit  was  slow 
in  responding  to  circuit  and  system  changes.  This  is  attributed  to  tho 
inadequacy  of  mission  training  received  by  tho  unit  prior  to  deployment. 
Communications  were  maintained  until  5  February  when  the  exorcise  was 
terminated. 
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LESSONS  LEARNED  i 

(1 )  With  the  exception  of  generators,  the  equipment  for  the 
exercise  worked  very  well. 

(2) The  exercise  PLL  was  not  adequate  for  the  exercise. 

(3)  The  unit  proved  it  could  be  deployed  and  operate  in  Germany 
dispite  weather  and  training  handicaps. 

(4)  The  cold  weather  affected  the  operation  of  the  HI-619  generator 
RECCMMBNDLTIONSi 

(1)  There  will  always  be  some  differences  in  equipment  operated 

in  CONUS  and  prepositioned  equipment.  Therefore,  the  PLL  for  this  equipment 
brought  fron  CONUS  should  be  brought  by  the  using  unit.  (USABEUR  OPCRD 
6-68  did  not  permit  ILL  to  be  deployed). 

(2)  Units  deployed  on  REFGRGEB  exercises  should  notify  supporting 
maintenance  units  in  Germany  of  the  types  of  equipment  to  be  deployed 
from  CONUS.  This  will  allow  the  support  activities  to  stock  repair 
parts  and  direct  exchange  components  for  this  equipment. 

(3)  L  good  10-W-30  wt  oil  should  be  stocked  and  used  for  the  JO  KW 
air  cooled  genorators. 
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DEPARTMENT  OF  THE  ARMY 
D/440thf  366th  Signal  Battalion 
Fort  Hood,  Texas  76544 

TOPIC ;  Maintenance  Stand-down 

DISCUSSION:  The  iimit3  equipment  was  returned  from  tho  field  site  to 
Grafenwohr  on  5  February,  Here  the  equipment  v:as  inspected  ;.nd  cleaned.  Four 
trucks  required  major  maintenance.  One  engine  was  changed,  three  other  trucks 
required  support  maintenance  on  the  engines.  Hero  again  maintenance  support 
for  the  PU-619  generators  was  not  available,  No  maintenance  was  required 
on  any  of  tho  signal  equipment  at  this  tine, 

LESSOR  iamt 

(l)  Although  the  vehicles  wore  operated  under  adverse  conditions, 
they  hold  up  well.  The  major  problem  was  fuel  leaks,  and  plugged  fuel  lines 
in  the  Multi-Fuel  2?j  ton  trucks. 


RECOHTENhkflONS ; 


(l)  None 
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DEPARTMENT  OP  THE  ARMY 
D/440thf  366th  Signal  Battalion 
Fort  Hood,  Texas  76544 

TOPIC*  Turn  in  of  Prepositioned  Equipment  12  March  1969 


DISCUS  SIQtl*  The  equipment  was  convoyed  back  to  Kaiserslatern  on  10 
“February*  On  11-12  February  personnel  of  the 4th  and  6th  Maintenance 
Battalions  inspected  all  equipment  to  be  propostioned.  A  pre- printed 
DA  form  2404  for  each  type  of  equipment  was  used.  This  form  listed  all 
points  to  be  inspeotod  and  saved  considerable  time  by  making  it  unnecessary 
for  the  inspector  to  extraet  the  information  from  the  TM.  One  copy  of 
each  completed  24O4  was  provided  to  the  u  .it.  A  team  from  the  unit  was 
then  assigned  to  each  piece  of  equipment  to  correct  the  deficiencies. 

Parts  required  were  requisitioned  through  the  6th  Maintenance  Battalion. 
Maintenance  beyond  the  capabilities  of  the  unit  was  performed  either 
by  the  6th  Maintenance  Battalion  or  their  supporting  units*  When  the 
equipment  had  been  repaired  it  was  accepted  by  the  4th  Maintenacne 
Battalion  and  preserved  for  storage.  Non-me chini cal  items  such  as 
tents  and  tent  stoves  were  cl&anhdd  and  preserved  in  Grafenvohr  on  8 
February.  Tents  were  turned  in  at  Grafenwohr  and  the  remaining  non- 
mechanical  items  were  boxed  and  turned  in  to  the4th  Maintenance  Battalion 
at  Kaiserslatern  on  12  February.  The  entire  turn-in  process  proceeded 
very  smoothly.  All  turn-in  was  completed  by  14  February* 

(1)  Considerable  time  was  saved  in  equipment  inspection  by  the  use 
of  pro-printed  DA  form  2404* 

(2)  personnel  of  the  4th  and  6th  Maintenance  Battalion  were  well 
organized  and  trained  to  assist  in  prepositioning  of  equipment. 

(3)  Cleaning  and  preserving  of  non-mechanical  items  in  Grafenwohr 
saved  considerable  tine  in  turn-in  of  equipment  at  Kaiserslatern. 

RECClMEKDATIONi 

(l)  Nono 
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DEPARTMENT  OP  THE  ARMY 
D/440th,  366th  Signal  Battalion 
Fort  Hoocl,  Texas  76544 


TOPIC :  Redeployment  12  March  1969 

DISCUSSION t  Prepositioning  was  completed  on  14  February#  The  period 
14  to  1  (j  February  was  devoted  to  maintenance  on  the  16  vehicles  to 
bo  returned  to  CONUS,  Only  minor  problems  were  encountered  in  preparing 
this  equipment  for  to  turn.  Personnel  of  the  6th  Maintenance  Battalion 
assisted  with  the  inspection  end  maintenance  of  this  equipment .  The 
equipment  was  cor-voyed  to  Rhein  Main  AFB  on  17  February.  A  loading 
detail  of  eight  men  Vlf  sent  to  assist  in  leading  the  equipment  on 
to  the  aircraft#  |  total  of  eight  flights  were  provided  between  18  and 
24  February  to  move  this  equipment,  The  remainder  of  the  unit  departed 
Kiaserslautonon  4  March.  At  Rhein  Main  personnel  were  processed  and 
loaded  aboard  C-141  aircraft  for  the  return  trip.  The  personnel 
arrived  at  Gray  Artsy  Airfield  on  5  Maroh.  The  main  body  of  the  unit 
spent  the  period  from  16  February  to  4  March  in  Knisorslauton  with 
nothing  to  do.  The  unit  requested  from  COMZEUR  that  the  main'  body's 
flight  bo  moved  up,  but  this  request  was  turhod  down.  The  result  wa3 
the  loss  of  two  wcoks  time  which  could  have  been  put  to  better  use  at 
Fort  Hood. 

LESSONS  LEARNED  1 

(1)  Personnel  from  tho  6th  Maintenance  Battalion  would  have  lieen 
unavailable  for  assistance  in  maintenance  of  the  CONUS  equipment, 
had  there  boon  another  unit  to  preposition  at  that  time. 

(2)  Considerable  time  was.  wasted  between  the  tine  propositioning 
was  finished,  and  the  departure  of  the  main  body. 

HBCCMMENDuTIONS : 

(1)  *  Provisions  should  bo  made  in  future  uxorci3C3  to  maintain 
CONUS  based  equipment  at  cither  the  proposition  3itc  or  tho  departure 
air  field. 

(2)  Future  OFLANS  of  this  nature  should  provide  for  the  adjustment 
of  flight  schedules  to  prevent  lost  tine 
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AJMCT  (24  Mar  69)  2d  Ind 

SUBJECT:  After  Action  Report,  Exercise  REFORGER  I  (RCS  ATOPS-360) 

HQ,  US  Array  School/Training  Center  and  Fort  McClellan,  Fort  McClellan, 
Alabama  36201 

TO:  Commanding  General,  Fifth  United  States  Army,  ATTN: 

Fort  Sheridan,  Illinois  60027' 

1.  Concur  with  unit  commander's  comments  (Inclosure  1), 

Movement  Report  (Inclosure  2), 

2,  Transportation  was  provided  for  the  342d  Transportation  Company 
to  Birmingham  Municipal  Airport  by  commercial  buses. 

FOR  THE  COMMANDER: 


2  Incl 

Added  1  incl  ; 

2.  Movement  Report 

CF: 

CG,  Third  US  Army 
ATTN:  AJAGT-PO 
Ft  McPherson,  GA  30330 


WILLIAM  B.  QWENS 
LTC,  CMLQ 
Adjutant 


4  APR  1969 

ALFGC-OP, 

Concur  with 


Incl  6  to  Incl  2 
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DEPARTMENT  OF  THE  AHMY 
342d  Transportation  Company  (Lt-Med  Trk) 
Fort  McClellan,  Alabama  36201 


24  March  1969 

SUBJECT:  After  Action  Report,  Exercise  REFORGER  I  (RCS  ATOPS-  368) 

THRU:  Commanding  Officer 

2d  Chemical  Battalion  (Smoke  Generator) 

Fort  McClellan,  Alabama  36201 


THRU:  Commanding  Officer 

US  Army  School/Training  Center  and  Fort  McClellan 
Fort  McClellan,  Alabama  36201 


TO:  Commanding  General 

Fifth  Uhited  States  Army 

ATTN:  ALFGC-OP 

Fort  Sheridan,  Illinois 


1.  References: 

a.  Letter,  ATOPS -OPS-MVR,  HQ  USCONARC,  subject  as  above,  dated 
24  December  1968. 

b.  Letter,  ALFGC-OP,  HQ  Fifth  US  Army,  subject  as  above,  dated 
31  January  1969. 

2*  After  action  report  on  Exercise  REFORGER  I  has  been  prepared  and 
is  submitted  in  accordance  with  references  a  and  b  above. 


1  Incl  THOMAS  L  MCKEON 

After  Action  Report  1LT,  TC 

Commanding 
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AJMCK-EC  (24  Mar  69)  1st  Ind 

EUbJECV.  After  Action  Report,  Exercise  REFORGER 

uh,  H \)A I>.vUAiiTE:t J ,  20  CUBICAL  BAT'IV.LIOi-J  ( SMOKE  G: 
McClellan,  Alabama  36201  2  April  1969 


(RCj  aTOFO-368) 
ILhTCIO*  fort 


THRU:  Commanding  Officer,  US  Army  School/Training  Center  and  Fort 
McClellan,  Fort  McClellan,  Alabama  36201 

TO:  Commanaing  General*,  Fifth  United  States  Army,  aTTN:  ALFGC-OF, 

Foit  Sheridan,  Illinois 


1.  The  342d  Transportation  Company  (Lt-mdm  frk)  was  attached  to  tnis 
Headquarters  upon  its  return  to  CONUS  in  Aug  1968.  Unit  strength  was 
less  than  60%  of  authorized  strength  and  many  personnel  were  known 
90-day  losses.  Extreme  personnel  turbulence  was  experienced  up  to  the 
very  date  of  deployment  for  Exercise  RRFSRGSR  I. 


2.  Fersonnel  fill  of  the  unit  began  on  an  emergency  basis  in  November 
following  notification  of  participation  in  the  zeroise.  Although 
accelerated  training  was  initiated,  a  significant  percentage  of  the 
personnel  deployed  did  not  participate  in  part,  and  in  some  cases 
all,  of  the  program. 

3.  Since  the  unit's  return  from  Exercise  REFOAGER  I  levies  have  been 
received  for  66  of  its  personnel.  All  assigned  officers,  senior  noncommis¬ 
sioned  officers  and  other  noncommissioned  officers  in  critical  positions 
will  be  lost  within  the  next  90  days.  The  reporting  dates  prescribed  will 
not  permit  replacement  before  departure  under  the  normal  requisition  cycle. 


4.  This  Headquarters  supports  the  recommendation  of  the  unit  Commander 
that  personnel  stability  of  AEFCRGEA  units  be  improved.  The  current 
situation  militates  against  a  high  state  of  training  readiness  for 
emergency  deployment. 


1  Incl 
nc 
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DEPARTMENT  CF  THE  ARMY 
342d  Transportation  Company  (Lt-Med  Trk) 
Ft  McClellan,  Alabama  36201 


24  March  1969 


SUBJECT:  REFGRGER  I  After  Action  Report 
TOPIC:  Preparation 

DISCUS  ION:  Preparation  for  participation  on  Operation  REFGRGER  I  began 
in  November  1968.  Information  on  the  Exercise  did  not  reach  the  342d 
Transportation  Company  in  sufficient  volume  to  allow  for  proper  planning 
until  after  the  REFORGER  conference  held  by  the  24th  Infantry  Division, 
in  November.  As  a  Non-Divisional  Unit  the  342d  Transportation  Company  was 
not  in  the  mainstream  of  communication,  either  in  the  planning  phase  or 
at  times  in  the  execution  of  the  mission.  Conferences  held  during  the 
planning  phase  included  the  RsFCRGsR  Conference  conducted  by  the  24th 
Infantry  Division;  one  conducted  at  Headquarters,  USA  School/  Training 
Center  &  Fort  McClellan;  one  conducted  at  100th  Chemical  Group,  Fort 
McClellan,  Several  problems  arose  as  a  result  of  the  late  date  on  which 
planning  was  initiated.  Requisitioning  of  special  winter  clothing  and 
equipment  had  not  been  accomplished  prior  to  November.  Friority  requi¬ 
sitions  were  submitted,  but  time  proved  to  be  against  us;  items  requested 
were  late  in  arriving  and  lack  of  some  sized  items  made  it  necessary 
to  reassign  personnel  at  the  last  minute.  Time  also  proved  to  be  a 
limiting  factor  in  the  training  of  personnel  in  all  aspects  of  the 
operation,  but  particularly  in  drivers  training.  Our  record  of  eleven 
(11)  vehicle  accidents  is  indicative  of  the  inadequate  drivers  training 
that  was  accomplished  prior  to  deployment.  Unit  loading  plans  for  MEE 
were  executed  prior  to  the  Christmas  holidays.  Individual  clothing  and 
equipment  lists  were  published  as  well  as  a  packing  SOP  for  footleckers, 
duffle  bags  and  cargo  packs.  Customs  teams  were  appointed  on  Unit  Orders, 
and  were  briefed  by  a  representative  from  the  U3AREUR  Provost  Marshal's 
Office.  Customs  checks  were  accomplished  as  footlockers  and  duffle  bags 
were  banded  and  locked. 


LESSONS  LEARNED: 


1 .  Constant  training  and  retraining  for  drivers  is  necessary  due  to  the 
high  personnel  turbulence  experienced  by  thia  unit  prior  to  deployment, 
and  upon  return  to  CONUS. 

2.  Specia)  emphasis  is  needed  to  keep  Non-Divisional  Units  informed  on 
all  phases  of  the  operation. 


RECOMMENDATIONS: 


1.  Personnel  should  be  stabilized  as  much  as  possible  for  RAFgRGGR  Units. 
Assignment  and  reassignments  should  be  cut-off  at  least  60  days  prior  to 
deployment  of  FffiFoRGER  Units. 

2.  A  provisional  headquarters  should  be  established  to  provide  assistance 
to  Non-Divisional  Units  which  are  currently  located  on  various  posts 
throughout  CuNU3. 

6  *■  /0^  F0R  °FFI(:IAL  DSE  0NLY 
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DEPARTMENT  OF  THE  ARMY 
342d  Transportation  Company  (Lt-Med  Trk) 
Ft  McClellan,  Alabama  36201 


24  March  1969 


SUBJECT:  REFORGER  I  After  Action  Report 
TOPIC:  Deployment 

DISCUSSION:  Deployment  of  the  342d  Transportation  Company  began  on 
5  January  1969  with  the  departure  of  an  advance  party  composed  of 
the  Unit  Property  Book  Officer,  Supply  Sergeant,  two  (2)  supply  clerks 
and  one  driver.  Advance  Party  arrived  in  the  Federal  Republic  of 
Germany  on  6  January  1969  and  immediately  began  inventory  of  the 
equipment.  This  inventory  was  hurried  and  accomplished  at  night  with 
the  use  of  flashlights.  On  8  January  1969  the  main  body  departed 
Birmingham  Municipal  Airport  on  two  (2)  missions  provided  by  MAC. 

The  first  flight  was  grounded  at  McGuire  Air  Force  Base  due  to 
engine  trouble.  The  second  flight  was  grounded  in  the  Azores  due 
to  bad  weather.  On  all  stops  the  Air  Force  was  well  prepared  to 
take  care  of  all  personnel.  Ground  time  was  kept  to  a  minimum, 
with  emphasis  placed  on  the  comfort  and  welfare  of  the  deploying 
personnel.  The  first  flight  arrived  at  Rhein-Main  on  9  January 
1969,  while  the  second  flight  arrived  on  10  January  1969.  Movement 
of  personnel  by  air  to  Mannheim  was  efficient  and  well  coordinated. 
Accommodations  provided  at  Taylor  Barracks  were  adequate.  Cooperation 
extended  by  the  installation  coordinator  as  well  as  the  host  units, 
the  535th  Engineer  Company  and  the  552d  Engineer  Company  was  commendable. 
The  entire  unit  closed  at  Mannheim  by  10  January  1969  and  was  ready  to 
draw  prepositioned  equipment  by  11  January  1969. 

LESSON  LEARNED:  Deployment  was  well  planned  and  executed.  Briefings 
prior  to,  during,  and  after  deployment  were  sufficient  to  keep  deploy¬ 
ment  moving  smoothly. 

RECOMMENDATION:  None. 
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DEPARTMENT  OF  TH_,  ARMY 
342d  Transportation  Company  (Lt-Med  Trk) 
Ft  McClellan,  Alabama  36201 


24  March  1969 


SIBJECT:  REFCRGJR  I  After  Action  Report 
TOPIC :  Drawing  Prepositioned  Equipment 

DISCUSSION:  our  unit  arrived  in  sufficient  time  to  inventory  all 
equipment  and  to  check  vehicles  prior  to  Movement  to  exercise  area. 
Inventory  was  nevertheless  rushed  and  conducted  at  night  the  same 
day  that  the  Property  Bock  Officer  arrived.  The  day  prior  to  the 
scheduled  departure  for  the  exercise  area  the  unit  went  to  the  prepo¬ 
sition  site  in  order  to  pull  motor  stables  on  the  vehicles  which  had 
already  been  lined  up  for  the  convoy.  At  this  time  the  unit  was  aot 
permitted  tc  perform  motor  stables  by  the  UARG.  The  next  day  drivers 
were  not  permitted  to  mount  vehicles  until  approximately  one  (l)  houp 
prior  to  movement  of  the  convoy.  As  a  result,  many  vehicles  went  on 
the  road  with  faulty  tail  lights,  head  lights,  and  directional  signals. 
Drawing  of  equipment  was  rapid,  but  it  caused  us  to  accept  equipment 
that  was  3.ess  than  satisfactory.  However  on  the  raad  maintenance  pro¬ 
vided  between  Mannheim  and  Grafenwohr  was  able  to  correct  many  of  th; 
deficiencies  on  the  spot. 

LESSENS  LEARNED: 

1 .  Property  inventory  should  be  accomplished  with  greater  care  and 
under  better  conditions. 

2.  The  unit  should  have  pulled  motor  stables  prior  to  drawing  equipment. 

3.  Age  and  mileage  of  the  vehicles  make  them  less  than  acceptable  as 
equipment  to  be  relied  upon  in  combat  situations. 

RECOKMaNDATItN :  Equipment  now  in  preposition  storage  should  be  replaced 
by  newer  equipment. 
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DEPARTMENT  OF  THE  AFMY 
342d  Transportation  Company  (Lt-Med  Trk) 
Ft  McClellan,  Alabama  36201 


24  March  1969 


SUBJECT:  REFOPjGER  I  After  Action  Report 
TOFIO:  Operational  Readiness  Staging 

DISCUSSION:  Our  unit  closed  Grafenwohr  12  January  1969  and  assumed 
an  operational  posture  by  0800  hours,  13  January  1969.  All  vehicles 
underwent  a  Techinical  Inspection  upon  arrival.  Organizational  main¬ 
tenance  was  established  under  field  conditions.  PLL  did  not  coincide 
with  PLL  submitted  by  unit  from  CONUS  installation.  As  a  result  many 
parts  were  not  needed  and  many  parts  that  were  needed  could  not  be 
immediately  obtained.  Support  maintenance  coverage  on  the  convoy  route 
and  at  Grafenwohr  was  excellent.  The  efforts  of  the  units  own  organi¬ 
zational  maintenance  section  and  direct  supcort  units  kert  vehicle 
availability  high  throughout  the  exercise.  Headquarters,  Task  Force 
Gypsy  was  well  organized  and  directed.  As  our  main  source  of  logistical 
support.  Task  Force  Gypsy,  proved  to  be  an  outstanding  operational 
organisation. 

LESSONS  LEARNFX: 

1.  A  quartering  party  should  have  preceded  the  unit  to  the  camp  site 
at  Grafenwohr.  A  party  was  not  sent  on  the  recommendation  of  the 
REFORGER  Headquarters  in  Mannheim. 

2.  A  PLL  based  on  demand  suptxart  experience  would  be  more  valuable 
than  the  FLL  that  was  provided. 

RECOMMENDATION :  PLL  should  be  computed  by  each  unit,  based  on  demand 
experience  in  Eurojbe,  and  should  be  filled  as  early  as  possible  at  the  unit' 
CONUS  installation.  This  PLL  would  then  be  boxed  and  stored  for  in¬ 
clusion  as  part  of  the  MEE  to  be  carried  during  the  deployment  of  the 
unit  to  exercise  areas. 
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DSPAKTHBMT  CF  TFL.  ARMY 
342d  Transportation  Company  (Lt-tted  Trie) 
Ft  McClellan,  Alabama  36201 


24  March  1969 


SUBJECT:  RAFuRGMR  I  After  Action  Report 
TCFIC:  Field  Training  Kxercise 

DISCUSSION:  During  the  actual  Field  Training  iixercise  missions  assigned 
to  this  unit  were  very  light.  Direct  support  of  the  actual  exercide  was 
limited  to  very  few  trucks.  Most  commitments  were  in  support  of  the 
support  maintenance  activities  and  involved  parts  runs  and  other  related 
missions.  During  the  entire  exercise  period  the  following  mileage  and 
tonnage  was  compiled:  Miles  64*698 ,  tons  2819ST.  In  addition  7*538 
personnel  were  transported. 

LSS5CHS  LRARNoD: 

1.  Units  operational  capability  far  exceeded  the  commitments  assigned. 

2.  This  unit  has  the  capability  of  setting  up  operations  rapidly  and 
sustaining  operations  under  field  conditions  indefinitely  with  the  kind 
of  support  that  was  available  during  the  exercise. 

RACuMMANDaTIoN :  In  future  exercises  units  be  utilized  to  a  greater* 
extent  to  provide  more  extensive  training  for  the  personnel  involved. 
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D  iPARTi  LiNT  OF  THE  AE-1Y 
342d  Transportation  Company  (Lt-Med  Trk) 

Ft  HcClellan,  Alabama  36201 

24  March  1969 


SUBJECT:  RsFGRGER  I  After  Action  Report 


TOPIC:  Maintenance  Stand-down 

DISCUSSION:  Initial  inspection  of  equipment  was ' conducted  at  Grafenwohr 
prior  to  convoy  back  to  Mannheim.  Inspection  was  not  thorough  enough  to 
be  considered  more  than  a  safety  inspection.  Reinspecticn  upon  arrival 
in  Mannheim  established  the  criteria  of  acceptance  for  prepositioning. 

The  unit  moved  to  Mannheim  eleven  (11)  days  ahead  of  schedule.  A  gap  in 
communications  left  REFORMER  Headquarters  in  Mannheim  unprepared  to  re¬ 
ceive  or  aid  the  unit  during  this  early  arrival.  The  unit  did  receive 
voluntary  help  upon  arrival  at  Taylor  Barracks  from  the  Mannheim  Equip¬ 
ment  Maintenance  Center.  Ee  were  provided  with  a  secure  motor  park  and 
shop  space  in  which  to  work  off  deficiencies  on  vehicles.  During  this 
time  operational  control  of  the  unit  remained  with  the  4th  Transportation 
Battalion  located  in  Ludwigsburg.  The  distance  factor  made  control  diffi¬ 
cult  and  direct  support  almost  impossible.  CCivIZ  REFORGER  headquarters 
would  not  take  control  until  22  February  1969,  this  left  the  unit  in  a 
less  than  satisfactory  position  for  accomplishing  routine  administrative 
actions.  The  suprort  provided  by  the  installation  coordinator  and  host 
units  at  Taylor  Barracks  helped  to  smooth  some  of  the  rough  spots  in 
unit  administration. 


LESSONS  LEARNED: 


1.  Timing  and  proper  scheduling  are  important  to  the  smooth  and  successful 
completion  of  an  operation  of  this  type. 

2.  Well  equipped  shop  space  is  a  valuable  aid  in  preparing  the  equipment 
for  storage.  Vihile  much  can  be  accomplished  under  field  conditions,  better 
facilities  are  needed  upon  completion  to  insure  adequate  storage  preparation. 

RECOMMENDATION :  Scheduling  should  be  made  flexible  enough  to  allow  for 
early  completion  of  mission  and  subsequent  early  preparation  for  storage 
and  redeployment. 
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DEPARTMENT  OF  THE  AMY 
342d  Transportation  Company  (Lt-Med  Trk) 
Ft  McClellan,  Alabama  36201 


24  March  1969 


SUBJECT:  REFOhGER  I  After  action  Report 
TOFIC;  Turn  in  of  -Prepositioned  Equipment 

DISCUSSION;  Turn  in  of  equipment  went  smoothly  and  rapidly.  All 
eauipment  was  accepted  in  a  period  of  nine  (9)  days.  UARG  assigned 
an  inspector  directly  to  the  uhit.  This  enabled  the  time  between 
the  recording  of  deficiencies  and  the  correction  of  the  same  to  be 
reduced  significantly.  Cooperation  extended  by  the  inspectors  is  to 
be  commended,  and  is  largely  responsible  for  equipment  being  pre¬ 
positioned  in  better  condition  than  that  in  which  it  was  drawn.  The 
largest  problem  that  was  encountered  was  the  age  of  the  equipment. 
Because  the  equipment  had  been  used  for  such  a  long  period  of  time, 
and  much  of  that  time  under  field  conditions,  such  items  as  electrical 
wiring  have  passed  the  point  where  adequate  repair  is  possible. 

LESSONS  LEARNED: 

1.  Equipment  is  in  less  than  satisfactory  condition  due  to  age  and 
mileage. 

2.  Cooperation  was  the  key  to  a  successful  preposition  operation. 
RECOMMENDATIONS; 

1,  New  equipment  should  be  substituted  as  soon  as  possible. 

2.  A  thorough  evaluation  should  be  made  of  the  true  condition  of  the 
equipment  now  in  preposition  storage  to  determine  che  dependability 
of  this  equipment  in  the  face  of  another  similar  operation. 
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DEFARTMMNT  OF  TK&  -Uil-iY 
342d  Transportation  Company  (Lt-Med  Trk) 
Ft  McClellan,  Ala  bama  36201 


24  March  1969 


SUBJECT:  RAFLHGl,,  ..  I  iter  Action  Report 
TOPIC:  Redeployment 

DISC  UP.  JoN:  Redeployment  was  accomplished  from  28  February  1969 
through  1  March  1969.  A  six  (6)  day  delay  between  turn  in  of  equip¬ 
ment  and  redeployment  was  experienced.  During  this  time  the  unit  was 
left  to  its  own  devices  for  maintenance  of  morale.  he  ‘sonnel  were 
moved  from  Mannheim  to  Rhein-Main  by  commercial  bus .  Out  processing 
was  completed  rapidly.  No  delays  were  experienced  during  this  phase 
of  the  operation;  each  flight  arrived  at  its  destination  in  CoNUS 
ahead  of  schedule. 

LESSON  DvARNjD:  None 

RXOHhStT'ATlON:  None 
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DEPARTMENT  CF  TFEE  ARMY 

HEADQUARTERS,  U.  S.  ARMY  SCHOOL/TRAINING  CENTER 
Fort  McClellan,  Alabama  36201 

3  April  1969 


SUBJECT:  REFORGER  I  After  Action  Report 
TOPIC:  EXMOVREP  -  Arrival 

DISCUSSION :  CONARC  called  Third  Army  who  in  turn  called  Transportation 
for  an  explanation  of  why  9  Short  Tons  were  shipped  back  from  overseas 
and  only  2  Short  Tons  were  shipped  overseas.  The  personal  baggage;  MME; 
TAT  and  organizational  equipment  were  all  inclusive  when  reporting  Unit 
equipment  (cargo)  movement  on  the  return. 

LESSON  LEARNED:  To  keep  the  Short  Tons  of  organizational  equipment  sepa¬ 
rated  from  1  other  items.  Report  deviations  from  actual  shipment  on 
the  departure  versus  the  return. 

RECOMMENDATION :  That  AR  220-10  on  EXMOVREP  be  fully  complied  with. 
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N  XKY  (term*  TO 

AJSGT-P 


DEPARTMENT  OF  THE  ARMY 

UNITED  STATES  ARMY  FLIGHT  TRAINING  CENTER 
FORT  STEWART.  GEORGIA  31313 


2 


APR  1269 


SUBJECT:  After-Action  Report,  Exercise  REFORGER  I  (RCS-ATOPS-368) 


Commanding  General 
Fifth  United  States  Army 
ATTN:  ALFGC-OP 

Fort  Sheridan,  Illinois  60037 


1.  References: 

a.  Letter,  ATOPS-OPS-MVR,  HQ  USCONARC,  subject  same  as  above, 
dtd  24  Dec  68. 

b.  Letter,  ALFGC-OP,  HQ  Fifth  US  Army,  subject  same  as  above, 
dtd  31  Jan  69. 

c.  Message,  Unclassified  SC13610,  from  CINCUSAREUR,  subject  same 
as  above,  dtg  061650Z  Feb  69. 

d.  Message,  Unclassified  51927,  from  CG,  USCONARC,  ATOPS-OPS-MVR, 
subject  same  as  above  dtg  121700Z  Feb  69. 

2.  The  attached  After-Action  Reports  are  submitted  in  format  and 
forwarded  as  directed  in  references  above. 


FOR  THE  COMMANDER: 


Qrl/tl  lotWUA— 

/JOHN  H.  BOWERS 
'  1LT,  AGC 

Assistant  Adjutant  General 


2  Incl 

1.  Commanding  General's  AAR 

2.  417th  AAR 


Incl  7  to  Incl  2 
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DEPARTMENT  OF  THE  ARMY 

UNITED  STATES  ARMY  FLIGHT  TRAINING  CENTER  AND  FORT  STEWART 
Fort  Stewart,  Georgia  31313 

SUBJECT:  After-Action  Report,  Exercise  REFORGER  I  (RCS-ATOPS-368) 

Topic  -  Pre-Exercise  Planning 

a.  Discussion:  During  Sep  68;  this  installation  was  notified  that  the 
417th  Med  Co  (Amb)  would  participate  in  Exercise  REFORGER  I  during  Jan-Feb 
69.  Numerous  letters  and  messages  from  various  headquarters  were  received 
dictating  actions  to  be  taken.  This  action  caused  some  unnecessary  confu¬ 
sion  to  the  unit  concerned  as  well  as  major  staff  sections  of  the  installa¬ 
tion.  All  planning  was  coordinated  through  the  G  Staff  Sections.  The  417th 
was  attached  to  the  USA  Garrision  Battalion  for  training  supervision  and 
Troop  Brigade  for  assistance  in  movement  preparation.  This  arrangement 
proved  very  effective  in  that  it  alleviated  the  unit  commander  of  all  but 
essential  training  responsibilities.  The  installation  was  required  to  fill 
the  417th  to  authorized  level  utilizing  hospital  personnel.  This  caused 
personnel  turbulence  within  the  hospital  and  the  unit  due  to  no  other  source 
having  MOS  qualified  personnel.  Filler  personnel  arrived  too  late  to  be 
assigned  to  the  unit  and  receive  proper  unit  training.  After  sufficient 
information  was  available,  an  OPORD  and  a  movement  order  was  published  that 
covered  the  unit  from  preparation  to  redeployment.  Generally,  a  movement 
order  would  have  been  sufficient  but  because  of  the  various  operation  plans 
and  orders  received  from  different  headquarters,  a  considerable  amount  of 
information  was  available  that  was  not  applicable.  Therefore,  the  installa¬ 
tion  published  an  OPORD  with  pertinent  information  applicable  to  the  417th 
only.  The  utilization  of  the  installation  base  airfield  as  the  departure 
airfield  greatly  simplified  deployment  preparation. 

b.  Recommendations:  Timely  arrival  of  fill  or  replacement  personnel 
so  that  they  may  receive  unit  training.  One  headquarters  disseminate  re¬ 
quired  information  to  installations  housing  REFORGER  type  units. 
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SUBJECT:  After-Action  Report,  Exercise  REFORGER  I  (RCS-ATOPS-368) 
Topic  -  During  the  Exercise 

a.  Discussion:  The  only  requirement  placed  on  the  installation 
during  this  phase  was  payment  of  personnel.  This  was  accomplished  by 
sending  checks  for  each  individual  to  the  unit  Class  "A"  agent.  The 
agent  had  a  change  list  and  a  master  check.  When  the  agent  delivered 
each  man's  check,  he  could  then  cash  the  check  and  by  turning  in  the 
cashed  checks  clear  himself.  The  unit  states  this  system  worked  well 
because  they  were  dispersed  over  a  wide  area. 

b.  Recommendations:  That  above  system  be  utilized  for  future 
exercises. 
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SUBJECT:  After-Action  Report,  Exercise  REFORGER  I  (RCS-ATOPS-368) 

Topic  -  After  the  Exercise 

a.  Discussion:  The  return  of  the  unit  to  Fort  Stewart  was  delayed 
due  to  weather  conditions  encountered  by  the  aircraft  at  the  arrival 
airfield.  The  plane  landed  at  Charleston,  SC  (alternate  airfield)  and 
continued  on  to  the  original  destination  (Hunter  AAF,  Ga)  approximately 
6  hours  later  the  same  day.  Unit  was  transported  by  military  vehicle 
from  arrival  airfield  to  CONUS  station  without  incident.  Unit  was  fully 
operational  immediately  upon  arrival  and  no  processing  time  for  unit  was 
necessary.  The  movement  of  this  unit  did  not  disrupt  their  normal 
activities  and  provided  a  very  realistic  training  test  for  the  unit. 

b.  Recommendations:  None 
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DEPARTMENT  OF  THE  ARMY 
417th  MEDICAL  COMPANY  (AMBULANCE) 

Fort  Stewart,  Georgia  31313 

SUBJECT:  After-Action  Report,  Exercise  REFORGER  I  (RCS-ATOPS-368) 

1 .  Topic  -  Preparation 

a.  Discussion:  Preparation  for  participation  in  Exercise  REFORGER  I 
began  in  August  of  196fit.  At  that  time  the  annual  training  schedule  was 
revised  to  meet  the  requirements  for  readiness.  The  subjects,  both  manda¬ 
tory  and  mission,  previously  scheduled  to  be  conducted  in  the  fiscal  year 
were  compressed  into  a  five  month  time  frame.  This  revised  training 
schedule  included  the  required  subjects  prescribed  in  AR  220-1  Annex  D, 
Refresher  Training,  and  included  the  majority  of  those  subjects  required 
by  the  unit's  ATP  8-200.  The  unit  participated  in  two  field  exercises. 

The  first  was  conducted  in  October  and  included  an  Operational  Readiness 
Test  and  second  was  a  three  day  exercise  which  took  place  in  December. 

Due  to  the  fluctuation  of  personnel,  the  unit  conducted  its  USAREUR  oriented 
training  in  November  and  December  vo  that  all  personnel  which  deployed  were 
able  to  receive  this  training,  u  usis  was  placed  on  USAREUR  driving 
regulations,  traffic  signs  and  German  laws.  In  addition,  classes  were  given 
in  aspects  of  Intelligence  for  Europe  and  cold  weather  injury,  prevention 
and  treatment.  In  December,  the  unit  issued  winter  protective  clothing. 

Due  to  incomplete  supply  action,  the  issue  of  this  clothing  was  late*  uian 
what  was  expected.  Although  certain  items  of  clothing  were  not  available, 
the  majority  of  the  requisitions  had  been  filled  and  the  deficits  within 
the  organization  were  covered  by  lateral  transfers  from  the  other  REFORGER 
unit  at  Fort  Stewart.  As  was  stated,  personnel  fluctuations  were  a  factor 
to  be  contended  with.  From  20  September  to  20  December  the  unit  lost  fifty- 
one  personnel  and  gained  70  new  personnel.  By  the  end  of  the  year,  the  unit 
was  up  to  its  authorized  strength.  During  the  week  prior  to  deployment,  the 
unit  packed  its  equipment  and  baggage. 

b.  Lessons  learned: 

(1)  The  footlocker  and  duffle  bag  per  individual  proved  to  be  adequate. 

(2)  Although  USAREUR  driver's  training  can  be  taught  in  CONUS,  experi¬ 
ence  in  driving  in  Europe  is  far  more  meaningful  and  valuable. 

(3)  Two  field  exercises  prior  to  deployment  are  helpful  but  not  abso¬ 
lutely  necessary  for  the  type  of  mission  this  unit  was  given  during  the 
exercise. 

(4)  Although  the  personnel  fluctuations  do  interfere  with  the  contin¬ 
uity  of  a  training  program,  the  essential  subjects  can  be  given  to  all 
personnel  by  scheduling  two  programs  which  was  done  by  this  unit. 
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c.  Recommendations: 

(1)  During  the  time  the  unit’s  personnel  strength  was  increasing, 
there  was  a  shortage  of  medical  personnel  at  the  Fort  Stewart  and  Hunter 
AAF  hospitals.  Because  of  this,  about  twenty-five  percent  of  the  unit 
were  on  special  duty  on  OJT  to  the  hospital's  staff  and  could  not  be  re¬ 
leased  until  late  November  from  their  commitment.  Recommend  that  all 
commitments  and  other  non-mission  function  be  cut  off  60  days  prior  to  the 
deployment  date. 

(2)  Recommend  that  personnel  assignments  be  cut  off  60  days  prior  to 
deployment. 

(3)  Recommend  that  a  total  of  8  weeks  to  be  devoted  to  advanced  unit 
training,  driver's  training  and  USAREUR  oriented  training. 

(4)  Recommend  that  all  personnel  be  issued  winter  protective  clothing 
at  least  6  weeks  prior  to  deployment. 

(5)  The  unit  has  been  issued  the  11/4  ton  truck  ambulances  for  train¬ 
ing  and  operations  in  CONUS.  The  3/4  ton  truck  ambulances  are  pre-positioned 
in  Europe.  Although  the  unit  used  the  3/4  ton  ambulance  in  its  USAREUR 
oriented  driver's  training,  the  two  weeks  involved  was  inadequate  and  recom¬ 
mend  increased  attention  be  given  to  the  utilization  of  3/4  ton  trucks  and 
ambulances . 
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2,  Topic  -  Deployment 

a.  Discussion;  The  unit  deployed  on  12  Jan  69.  Beginning  at  Fort 
Stewart,  Georgia,  the  personnel  and  equipment  were  transported  to  Hunter 
Army  Air  Field  to  meet  an  Air  Force  0141.  The  transportation  requirements 
were  coordinated  by  the  Fort  Stewart  Transportation  Office  and  the  Air 
Force.  The  unit  was  flown  to  Rhein  Main  Air  Force  Base  and  was  met  by  the 
unit's  advance  party  and  sponsor  unit,  the  651st  Medical  Company  (Ambulance). 
From  Frankfurt  the  unit  was  trucked  to  Wilkins  Barracks,  Ludwigsburg, 

Germany.  The  unit’s  equipment  had  been  drawn  by  the  advance  party  and  sponsor 
unit  and  was  located  at  Wilkins  Barracks. 

b.  Lessons  learned:  By  sending  an  advance  party  to  the  pre-position 
sight  with  assistance  from  the  sponsor  unit,  closing  of  the  unit  and  its 
equipment  was  surprisingly  simple.  The  deployment  stage  of  the  operation 
went  very  smooth. 

c.  Recommendations:  None. 
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3.  Topic  -  Drawing  Pre-position  Equipment 

a.  Discussion:  As  was  stated  in  the  deployment  topic,  the  drawing 
of  the  pre-position  equipment  was  accomplished  by  the  unit's  advance 
party  with  the  assistance  of  the  sponsor  unit.  On  5  Jan  69,  the  unit's 
advance  party  consisting  of  one  officer  and  four  enlisted  men  departed 
Fort  Stewart.  Arriving  at  Frankfurt  on  the  6th  of  Jan,  they  were  trans¬ 
ported  to  the  pre-position  site.  They  made  contact  with  UARG  and  the  spon¬ 
sor  unit.  The  inventory  was  accomplished  on  8  Jan  69  and  on  9  Jan  69, 
they  convoyed  the  vehicles  and  equipment  to  the  assembly  area  at  Ludwigs- 
burg,  Germany.  During  the  convoy,  there  were  seven  breakdowns.  After 
closing  at  Ludwigsburg,  the  sponsor  unit  performed  maintenance  on  the 
equipment  and  the  advance  party  made  preparations  for  the  unit's  arrival. 
After  the  main  body  closed,  the  equipment  was  checked  over  and  on  17  Jan 
the  unit  convoyed  to  the  7th  Army  Training  Area  at  Grafenwoehr,  Germany. 

The  unit  suffered  8  more  breakdowns  during  this  movement. 

b.  Lessons  learned: 

(1)  Although  an  inventory  can  be  accomplished  in  a  day,  it  was 
complicated  by  the  fact  that  unit's  equipment  was  pre-loaded. 

(2)  The  number  of  breakdowns  was  excessive,  however  roadside  repairs 
proved  adequate. 

(3)  The  limitation  of  24  vehicles  per  march  unit  was  adequate  for 
control  purposes. 

c.  Recommendations: 

(1)  For  inventory  of  equipment,  it  would  be  better  not  to  pre-load  in 
order  to  improve  accountability. 
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4.  Topic  -  Operational  Readiness  Staging 

a.  Discussion:  During  the  week  of  operational  stage,  the  unit 
inspected  the  vehicles  and  began  repairs.  The  unit  had  a  mission  to  pro¬ 
vide  area  medical  evacuation  support  and  commitments  began  the  day  after 
arrival.  Since  the  unit  had  no  weapons  to  test,  the  Exercise  area  was 
reconned  and  the  unit  conducted  more  driver's  training.  The  unit  committed 
one  platoon  of  ambulances  to  the  Hohenfels  Training  Center. 

b.  Lessons  learned: 

(1)  The  reconnaisance  by  the  individual  drivers  proved  valuable  for 
the  evacuation  mission  during  Carbide  Ice. 

c.  Recommendations: 

(1)  The  unit  was  assigned  an  area  without  a  building  for  maintenance. 
Since  there  was  no  maintenance  tent  in  the  TO&E  and  with  the  number  of 
vehicle  repairs  experienced,  the  unit  should  have  had  a  fixed  maintenance 
facility. 
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5.  Topic  -  Field  Training  Exercise 

a.  Discussion:  By  the  time  the  Field  Training  Exercise  Carbide  Ice 
began,  the  unit  had  committed  seven  ambulances  to  various  units  in  the  area, 
ten  ambulances  were  supporting  the  Hohenfels  Training  Center  and  three  ambu¬ 
lances  were  inoperable.  The  remaining  twelve  operational  ambulances  went  in 
support  of  the  1st  and  2d  Brigades  of  the  24th  Infantry  Division.  The  unit 
provided  ambulances  at  all  of  the  24th  Med  Battalion's  clearing  stations 
and  set  up  one  relay  point  between  the  clearing  platoons  and  the  Grafenwoehr 
Dispensary.  During  the  exercise,  the  unit  evacuated  over  one  hundred  and  fifty 
patients.  During  the  week  of  the  exercises  the  deadline  rate  increased  and 

by  the  end  of  the  problem  eleven  ambulances  were  inoperable.  By  calling  in 
some  of  the  other  commitments  from  the  Hohenfels  Training  Area,  the  unit  was 
able  to  keep  a  sufficient  number  of  vehicles  in  support  of  the  exercise. 

b.  Lessons  learned: 

(1)  The  use  of  a  relay  station  between  the  patient  pick-up  points  and 
destination  at  the  hospital  proved  to  be  an  excellent  concept.  By  using 

a  relay  point  vehicle  movement  can  be  better  monitored,  patients  were  trans¬ 
ported  more  efficiently  and  vehicles  were  returned  to  the  clearing  stations 
faster. 

(2)  Radio  communication  with  the  units  organic  radios  was  very  poor, 
but  by  using  a  liaison  team  which  traveled  throughout  the  exercise  area  and 
evacuation  routes,  messenger  service,  and  the  reports  from  the  personnel  at 
the  relay  station  the  headquarters  in  Grafenwoehr  was  able  to  keep  well 
informed . 

(3)  The  supply  system  of  repair  parts  required  at  least  three  days  to 
react  to  the  requests  from  this  unit.  As  a  result  of  this  time  lag,  the 
unit  was  unable  to  put  any  of  the  deadlined  vehicles  back  into  operation 
prior  to  the  end  of  the  exercise. 

c.  Recommendations: 

(1)  The  unit  was  one  hundred  percent  committed  by  the  time  the  exercise 
terminated.  Recommend  that  an  additional  unit  be  placed  in  standby  readi¬ 
ness  in  the  event  that  the  patient  workload  becomes  heavier  than  what  can  be 
handled  by  one  unit. 

(2)  Recommend  that  the  medical  evacuation  units  be  given  the  highest 
priority  possible,  when  these  units  are  handling  actual  patients. 
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6.  Topic  -  Maintenance  Stand  Down 

a.  Discussion:  The  unit  was  in  a  maintenance  stand  down  from  5  Feb 
69  until  16  Feb  69.  A  final  commitment  was  taken  on  7  Feb  69  and  dis¬ 
patched  to  the  3d  Eng  Bn,  2l|th  Inf  Div.  On  9  Feb  69,  the  non-mechanical 
equipment  of  the  unit  was  processed  through  the  C&P  assembly  line  of  the 
UARG  Forward  Operation's  Base.  During  the  week  commitments  were  returned 
to  the  unit's  base  at  Grafenwoehr.  The  unit  was  some  what  hampered  in  its 
maintenance  program  because  of  the  lack  of  maintenance  facility.  The  36th 
Medical  Battalion,  which  had  operational  control  of  -the  unit,  departed  on 
10  Feb  69. 

b.  Lessons  learned:  If  the  unit  can  get  repair  parts  quickly,  the 
11-day  maintenance  stand  down  can  be  shortened. 

c .  Recommendations : 

(1)  All  posible  efforts  should  be  made  to  provide  the  unit  with  a 
maintenance  facility. 

(2)  It  would  be  better  policy  to  have  the  headquarters  of  company¬ 
sized  units  to  depart  after  the  subordinates  leave. 
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7.  Topic  -  Turn-in  of  Preposition  Equipment 

a.  Discussion:  The  unit  had  relatively  few  problems  with  pre positioning 
the  equipment.  On  17  Feb  69,  the  unit  conveyed  from  Grahenwoehr  to  Spinelli 
Barracks.  All  vehicles  were  at  the  preposition  site  by  18  Feb  69.  The  unit 
went  quickly  through  the  maintenance  shops  and  by  21  Feb  69  all  actions  were 
complete.  The  unit  had  $55-00  of  operational  loss. 

b.  Lessons  learned:  The  cooperative  effort  between  the  preposition 
site  and  the  unit  can  make  the  turn-over  of  equipment  a  matter  of  routine. 

c .  Recommendations :  None  * 
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8.  Topic  -  Redelpoyment 

a.  Discussion:  The  unit's  MEE  was  picked  up  on  21  Feb  69  and  transported 
to  Rhein  Main  Air  Force  Base.  On  22  Feb  69  the  personnel  and  baggage  were 
transported  to  the  Air  Force  Base  and  departed  for  CONUS.  The  plane  stopped 
at  McGuire  AFB  for  customs.  Three  hours  later,  the  unit  was  flown  to  Hunter 
AAF,  but  because  of  weather,  the  plane  returned  to  Charleston  AFB.  After  six 
hours  the  weather  cleared  enough  to  continue  on  to  Hunter  AAF  where  buses  and 
trucks  were  waiting  to  transport  the  unit  to  Fort  Stewart.  Upon  arrival  the 
unit  was  short  its  MEE. 

b.  Recommendations:  For  this  size  unit,  recommend  that  the  MEE  accompany 
the  personnel  and  baggage  throughout  redeployment. 
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DEPARTMENT  OF  THE  ARMY 

HEADQUARTERS,  STH  INFANTRY  DIVISION  (MECHANIZED)  THE  RED  DEVILS 
AND  HEADQUARTERS,  FORT  CARSON 
FORT  CARSON.  COLORADO  80913 


ALCGC-0 

SUBJECT:  After  Action  Report,  Exercise  REFORGER  I  (RCS  ATOPS  368) 


Commanding  General 
Fifth  United  States  Army 
ATTN:  ALFGC-PO 

Fort  Sheridan,  Illinois  60037 


1.  References: 

a.  USCONARC  letter,  ATOPS-OPS-MVR,  24  December  1968, 
Subject:  Same  as  above. 

b.  Fifth  United  States  Army  letter,  ALFGC-OP,  31  January 
1969. 

c.  USCONARC  message  UNCLAS  51927,  From:  ATOPS-OPS-MVR, 

DTG:  121700Z  February  1969,  Subject:  Same  as  above. 

2.  In  accordance  with  the  above  references,  the  attached 
after  action  report  is  submitted. 


FOR  THE  COMMANDER: 


Incl  8  to  Inc!  2 
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AETZMC-W  (12  Mar  69) 

SUBJECT:  Reforger  I  After  Action  Report 
1 .  TOPIC:  Preparation 

DISCUSSION :  Daring  the  initial  preparation  for  REFORGER  I  the  unit  requested 
•through  its  higher  headquarters  an  augmentation  of  its  personnel  strength  in 
order  to  meet  the  personnel  demands  of  the  exercise. 

A.  In  November  1968,  in  accordance  with  Reforger  I  personnel  requirements, 
it  was  necessary  for  the  unit  to  obtain  key  non-commissioned  officers.  Diffi¬ 
culty  was  experienced  in  this  area  as  the  First  Sergeant  arrived  shortly  before 
the  departure  of  the  Company's  advance  party.  The  shortage  of  three  platoon 
sergeants  during  a  portion  of  the  training  program  was  detrimental  to  the 
preparation  of  the  unit. 

B.  During  this  process  of  personnel  fill  in  November  and  December  1968, 
the  unit  was  enhancing  its  training  program,  especially  that  of  European 
driver  orientation  and  actual  field  training  exercises  (FTX).  The  unit  did 
not  train  in  the  field  as  a  while  (total  of  117  personnel)  until  10  days 
prior  to  the  beginning  of  the  Christmas  holiday  period.  This  necessitated 
extra  field  training  for  the  company  when  the  holiday  period  ended  in  order 
to  fulfill  the  deployment  requirements. 

C.  Die  5l7th  Medical  Coup  ary  (Clearing)  was  not  allowed  to  take  foot 
lockers  or  Class  A  uniforms  on  the  REFORGER  I  Exercise,  not  withstanding  that 
the  advance  parties  would  be  in-country  almost  two  (2)  months.  Only  two 
duffle  bags  were  authorized.  It  was  notioed  that  other  REFORGER  unit  had 
foot  lockers  and  Class  A  uniforms  which  created  a  defiidte  morale  problem 
and  evidenced  unequal  treatment  among  REFORGER  I  personnel. 

D.  The  5th  Army  OPLAN  for  REFORGER  I  and  the  5th  Infantry  Division 
(Mechanized)  OPLAN  were  received  late,  approximately  three  (3)  weeks  prior 
to  the  departure  of  the  Compaiy's  advanced  elements.  A  more  timely  sub¬ 
mission  of  the  OPLANs  would  have  facilitated  the  deployment  process. 

E.  Confusion  resulted  from  messages  being  received  which  changed  the 
unit's  forthcoming  APO  number  on  three  different  occasions.  Dais  necessitated 
changing  six  separate  sets  of  postal  locator  cards  each  time  that  a  change 
came  down.  This  was  a  loss  of  valuable  time  in  lieu  of  all  the  other  details 
and  requirements  that  needed  to  be  acconplished. 
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AETZMC-W  (12  Mar  69) 

SUBJECT:  Reforger  I  After  Action  Report 


Pr epara t  ion  (  Cont  inued ) 

LESSONS  LEARNED: 

(1)  Continuous  training  of  vehicle  drivers  in  European  road  require¬ 
ments  is  necessary  in  order  for  the  unit  to  maintain  its  readiness  posture 
as  a  REFORGER  organization. 

(2)  Use  of  two  duffle  bags  was  not  sufficient  during  the  course  of 
the  REFORGER  exercise. 

(3)  Personnel  assigned  to  the  unit  30  days  prior  to  the  beginning  of 

the  exercise  could  not  be  properly  trained  prior  to  the  deployment  of  the 
unit .  . 

RECOMMENDATIONS: 

(1)  All  REFORGER  organizations  should  maintain  unit  loading  plans 
and  checklists  to  facilitate  the  ease  of  deployment;  this  is  to  include 

a  vigorous  training  program  in  European  driver  orientation;  it  is  further 
recommended  that  approximately  1/3  of  the  members  of  a  Clearing  Company 
be  proficient  in  European  driving  standards  at  all  times. 

(2)  There  should  be  timely  submission  of  appropiate  OPLANs  from 
higher  headquarters. 

(3)  Whenever  a  unit  is  being  filled,  higher  ranking  personnel  should 
arrive  first  in  order  to  facilitate  the  process  of  training,  organizing 
and  deploying  the  unit. 

(4)  In  future  exercises  the  APO  number  should  not  be  changed  w?th 
such  frequency;  this  creates  a  great  amount  of  duplication  of  work, 
changing  six  locator  cards  per  individual  involved. 

(5)  Being  a  REFORGER  unit,  the  517th  should  be  maintained  at  its 
appropriate  TOE  strength  at  all  times  in  the  event  of  necessary  deployment. 


FOR  OFFICIAL  USE  ONLY 


FOR  OFFICIAL  USE  ONLY 


AETZMC-W  (12  Mar  69) 

SUBJECT:  Reforger  I  After  Action  Report 

1 

2 .  TOPIC:  Deployment 

DISCUSSION:  The  deployment  phase  was  conducted  in  the  following  phases: 

(1)  The  advance -advance  party  consisting  of  one  officer  and  four 
enlisted  personnel  departed  Fort  Carson  on  4  January  1969. 

(2)  The  advance  party  consisting  of  one  officer  and  thirty-three 
enlisted  personnel  departed  on  16  January  1969. 

(3)  The  main  body  consisting  of  one  officer  and  seventy-seven 
enlisted  personnel  departed  Fort  Carson  on  20  January  1969. 

Upon  the  arrival  of  the  main  body  in  Germany,  the  unit  was  transported 
from  Nurenburg  to  Grafenwohr  by  train,  then  from  Grafenwohr  to  Hohenfels 
the  final  destination.  This  created  needless  travel  time  on  the  part  of 
the  company.  It  would  have  saven  two  hours  travel  time  and  transportation 
costs  if  the  unit  was  transported  directly  from  the  Nurenburg  airport  to 
Hohenfels,  instead  of  the  intermediate  stop  at  Grafenwohr 

LESSONS  LEARNED: 

In  the  event  of  a  real  crisis  and  an  actual  alert ,  the  above  travel 
time  could  or  would  be  of  decisive  importance. 

RECOMMENDATIONS: 

It  is  recommended  that  the  units,  which  coordinate  and  actually 
transport  the  troops,  be  more  closely  guided  and  prepared  in  an  effort  to 
reduce  travel  time  and  transportation  costs. 


/3o 

FOR  OFFICIAL  USE  ONLY 


FOR  OFFICIAL  USE  ONLY 


AETZMC-W  (12  Mar  6 9) 

SUBJECT:  Reforger  I  After  Action  Report 


3.  TOPIC;  Drawing  Prepositioned  Equipment 

DISCUSSION :  The  advance -advance  party  concept  worked  out  quite  well  from 
the  standpoint  that  this  element  had  the  two-fold  function  of  preparing 
for  the  arrival  of  the  advance  party  as  well  as  the  arrival  of  the  main 
body. 


a.  The  advance -advance  element  consisted  of  the  property  book 
officer,  and  NCO  from  the  company's  Supply  section,  an  NCO  Medical  MOS 
type,  and  an  NCO  from  the  mess  hall  and  a  driver-clerk. 

b.  The  advance  party  consisted  of  the  Moxor  officer,  drivers 
trained  and  licensed  in  European  standards  of  driving,  radioman  and  clerks, 

c.  Upon  the  arrival  of  the  main  body,  all  equipment  had  been  taken 
out  of  the  prepositioned  storage,  had  been  roadtested  and  was  readily 
available  for  use.  Further,  necessary  billets  and  messing  arrangements 
had  been  made  for  immediate  operational  use. 

LESSONS  LEARNED: 


It  is  absolutly  necessary  to  have  proper  arrangements  made  for 
billeting  and  messing  for  immediate  use.  This  was  found  to  enhance  the 
morale  of  the  troops  to  a  great  degree. 

RECOMMENDATIONS: 


In  future  REFORGER  exercises  the  advance -advance  element  should 
contain  the  property  book  officer,  a  supply  NCO,  a  mess  hall  represen¬ 
tative  and  an  individual  proficient  in  the  use  of  medical  equipment  and 
medical  chests. 
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AETZMC-W  (12  Mar  69) 

SUBJECT:  Reforger  I  After  Action  Report 


4.  TOPIC:  Operational  Readiness  Staging 

DISCUSSION :  Upon  closing  Hohenfels,  the  company  began  to  coordinate 
with  its  immediate  headquarters  relative  to  report,  maintenance  support 
and  other  liaison  matters. 

a.  The  vehicular  maintenance  support  for  the  unit  was  the  chief 
difficulty  encountered  during  the  operational  readiness  staging  period. 

This  support  was  originally  planned  for  the  Grafenwhor-Vilsek  region, 
but  the  unit  was  located  in  Hohenfels,  approximately  one  hour  and  45 
minutes  drive  in  fair  weather  conditions.  By  adding  poor  weather  conditions, 
crowded  roads,  and  towing  vehicles,  the  travel  time  to  Vilsek  region 

was  more  than  doubled. 

b.  The  company's  maintenance  support  was  to  be  located  behind 

the  opposing  enemy's  lines.  It  was  then  necessary  to  make  arrangements 
through  our  higher  headquarters  to  have  a  Hohenfels  stationed  maintenance 
unit  serve  the  company.  It  took  a  full  eight  days  to  set  up  this 
maintenance  system.  This  lapse  in  time  fortunately  occurred  prior 
to  the  actual  field  training  exercise. 

c.  By  24  January  1969,  the  company  had  assumed  complete  operational 
control  of  the  Hohenfels  Dispensary  and  was  ready  to  receive  patients. 

LESSONS  LEARNED: 

The  vehicular  maintenance  support  should  be  better  organized  and 
located  closer  to  the  unit  to  insure  safety,  a  reduction  in  travel  time 
as  well  as  transportation  costs. 

RECOMMENDATIONS: 

More  care  should  be  taken  to  insure  that  non-divisional  units  are 
provided  with  the  most  efficient  form  of  transportation.  Apparently, 
all  CONUS  based  REFORGER  units  were  to  begin  the  exercise  in  the 
Grafenwohr  area,  however,  the  517th  Medical  Company  (Clearing)  was 
the  only  exception  in  that  it  was  to  be  located  in  Hohenfels. 
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AETZMC-W  (12  Mar  6?) 

SUBJECT:  Reforger  I  After  Action  Report 


5.  TOPIC ;  Field  Training  Exercise 

DISCUSSION :  The  5l7th  took  operational  controll  of  the  Hohenfels 
Dispensary  on  2l*  January  1969,  retaining  such  control  until  8  February 
1969  at  2i;00  hours.  During  this  time  the  Company  took  care  of 
actual  patients  and  casualties  to  include  in-patient  care  in  the  ward 
and  outpatient  treatment."  One  helicopter  was  attached  to  the  unit  and 
an  ambulance  platoon  provided  the  evacuation  transportation.  The 
Company  provided  a  display  set-up  of  one  entire  platoon  of  a  Clearing 
Company  in  a  field  situation  which  had  the  dual  purpose  of  being  a 
display  and  a  possible  area  where  overflow  patients  could  be  admin¬ 
istered  aid.  The  Company  was  fortunate  that  it  was  not  strained  in 
its  manpower  resources  during  the  exercise  and  could  probably  have 
contributed  men  to  the  Grafenwohr  training  area,  had  they  been  requested. 

LESSONS  LEARNED: 


It  was  found  that  rotating  one  platoon  at  a  time  to  operate  the 
dispensary  area  proved  to  be  efficient  and  effective.  This  left  two 
other  complete  units  free  to  handle  the  day  to  day  company  activities 
and  act  in  reserve  in  the  event  it  was  needed, 

RECOMMENDATIONS: 


In  the  event  a  clearing  company  operates  the  Hohenfels  Dispensary 
in  the  future,  one  platoon  shoud  take  operational  control  for  a  period 
or  time  i.nus  allowing  the  other  platoons  to  remain  in  reserve. 
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AETZM3-W  (12  Mar  69) 

SUBJECT:  Reforger  I  After  Action  Report 


6.  TOPIC :  Maintenance  Stand-Down 

DISCUSSION :  On  7  February  1969  a  pre inspection  team  inspected  all 
the  vehicles  in  the  motor  pool  area,  to  10  February  1969  the  unit 
moved  from  Hohenfels  to  the  Grafenwohr  training  area  for  the  packing 
and  crating  process  as  well  as  further  maintenance  stand-down. 

a.  At  Grafenwohr  during  the  maintenance  stand-down  period,  there 
was  no  warehouse  space  available  for  use.  In  addition,  there  were 

no  facilities  for  the  care  and  maintenance  of  vehicles,  such  as,  racks 
to  service  and  wash  the  vehicles. 

b.  The  standards  of  cleanliness  and  serviceability  demanded  by 
the  prepositioning  personnel  was  above  that  which  is  normally  required 

in  a  combat  or  simulated  combat  situation.  Consequently,  indoor  facilities 
were  necessary  in  view  of  the  severe  winter  conditions. 

c.  It  became  necessary  to  carry  much  of  the  equipment  that  had 
to  be  cleaned  and  serviced  into  the  personnel  billets  creating  an 
inconvenience.  The  German  officials  at  the  training  camp  were  obsessed 
with  the  idea  of  keeping  vehicles  off  of  the  billets  grounds  even  though 
there  were  several  inches  of  frozen  snow  on  the  ground.  This  necessitated 
carrying  much  TO&E  equipment  longer  distances  than  needed  in  order  to  move 
the  equipment  into  the  billets.  The  facilities  that  were  available 

were  generally  reserved  for  the  2i|th  Infantry  Division. 

d.  The  36th  Medical  Battalion  was  scheduled  for  earlier  deployment 
and  prepositioning  than  almost  all  of  the  subordinate  units.  Therfore, 
the  situation  arose  where  several  subordinate  medical  units  duplicated 
the  same  steps  during  the  maintenance  stand-down  and  deployment  stages 

of  the  exercise.  All  of  these  similar  activities  could  have  been  coordinated 
through  one  central  source  which  had  been  in  Grafenwohr  all  during  the 
exercise  and  which  understood  the  pecularities  of  the  situation.  Aid 
from  liaison  members  of  the  7th  Medical  Brigade  and  subordinate  brigade 
units  (all  being  non-REFORGER  units)  was  very  good,  however,  it  was  no 
substitute  for  an  on-the-spot  headquarters. 

LESSONS  LEARNED: 

(l)  Troop  billets  may  have  to  be  used  to  clean  unit  equipment  in  the 
event  warehouse  space  is  not  provided  during  the  stand-down  phase  after  a 
REFORGER  exercise. 
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AETZMC-W  (12  Mar  69) 

SUBJECT:  Reforger  I  After  Action  Report 


MAINTENANCE  Stand-Down  Continued 
LESSONS  LEARNED:  (Continued) 

(2)  Extreme  care  must  be  taken  prior  to  signing  for  the  billets  and 
grounds  in  a  German  training  area  to  ascertain  any  damage  caused  by  other 
units  having  previously  used  the  same  billets  and  grounds.  The  standards 
of  damage  estimation  of  the  German  training  centers  are  very  high  and 
an  inexperienced  individual  will  tend  to  overlook  many  minor  points  which 
are  later  observed  by  the  training  grounds  officials. 

RECOMMENDATIONS: 

(1)  During  the  planning  stage  of  future  REFORGER  exercises,  provisions 
should  be  made  so  that  non-divisional  headquartei's  for  medical  units  remain 
in-country  until  such  time  as  its  subordinate  units  have  departed. 

(2)  Proper  provisions  should  be  made  to  give  non-divisional  units 
warehouse  space  or  appropriate  tentage  in  order  to  clean  and  service 
TOSE  equipment  in  view  of  the  high  prepositioning  standards. 
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AETZMC-W  (12  Mar  69) 

SUBJECT:  Reforger  After  Action  Report 


7.  TOPIC:  Turn-in  of  Prepositioned  Equipment 

DISCUSSION:  After  the  deployment  of  the  main  body  back  to  CONUS  on 
16  February  1969,  the  rear  body  (consisting  of  those  persons  who  were 
in  the  original  advance  and  advance-advance  parties)  remained  behind 
in  order  to  prepare  for  the  packing  and  crating  process  and  the 
preposition  of  unit  TO&E  equipment,  to  include  17  vehicles.  On  20 
February  1969,  the  rear  party  departed  the  Grafenwohr  area  to  the  pre- 
positioning  site  at  Kaiserslautern  (6th  Maintenance  Battalion) .  By 
23  February  1969,  all  TO&E  equipment  and  medical  assimblage  kits  had 
been  prepositioned  at  their  respective  sites. 

a.  Some  difficulty  was  experienced  with  the  gasoline  pod  in  view  of 
the  fact  that  the  unit  had  excess  gasoline  upon  the  termination  of  the 
convoy  movement  from  Grafenwohr  to  Kaiserslautern,  The  prepositioning 
site  will  not  except  gasoline  in  the  pod,  which  needs  to  be  cleaned  and 
prepared  for  prepositioning. 

b.  This  type  of  minor  harassment  tends  to  lower  the  moral  of  the 
troops  after  having  made  a  long  convoy  and  expended  much  time  and  labor 
in  the  process. 

LESSONS  LEARNED: 

(1 )  More  drivers  should  be  trained  in  the  mechanical  features  of 
their  respective  vehicles. 

(2)  Care  must  be  taken  to  insure  no  great  excess  of  gasoline  re¬ 
mains  after  closing  the  preposition  site. 

RECOMMENDATIONS: 

(1)  The  rear  body  should  consist  of  primarily  of  drivers  and 
mechanics  and  medical  and  non -medical  supply  personnel  in  order  to 
facilitate  the  prepositioning  process. 

(2)  During  the  last  stage  of  the  exercise,  no  great  quantities 
of  gasoline  should  be  requisitioned  in  view  of  the  fact  that  the  pre¬ 
positioning  site  will  not  accept  excess  gasoline. 

(3)  During  the  training  phase  for  European  driving  actual  motor 
marches  should  be  held  on  hard-surfaced  roads  at  speeds  closer  to  the 
maximum  speed  limit  (i.e.  1*0  mph)  in  order  to  simulate  convoy  movements 
on  German  Autobahns. 
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AETZMC-W  (12  Mar  69) 

SUBJECT:  Reforger  I  Aftr-r  Action  Report 

8.  TOPIC:  Redeployment 

DISCUSSION:  The  rear  body  departed  from  Rheim  Main  on  the  2f>th  of  February 
1969  without  any  problems  after  having  p repositioned  all  TO&E  equipment  and 
medical  assemblage  kits. 

LESSONS  LEARNED: 

This  phase  of  operations,  the  prepositioning  of  all  TO&E  equipment  and 
medical  kits,  is  probably  the  most  time  consuming  and  laborious  of  all 
phases  of  the  REFORGER  I  exercises. 

RECOMMENDATIONS: 

Care  should  be  taken  to  insure  that  the  troops  have  sufficient  rest  before 
the  commencement  of  the  final  prepositioning  stage  of  all  TO&E  equipment 
and  medical  assemblage  kits,  in  order  to  have  maximum  cooperation  and 
effort  in  the  above  work. 
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